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How to Read the USM Twin Books 

The Retained Organization & The Service Integrator 

A Dual Guide to Architectural Sovereignty and Systemic Coherence 

Today’s organizations operate in ecosystems — networks of suppliers, technologies, agreements, 
and internal actors that must behave as one coherent system of a service provider. Two 
architectural functions make that possible: 

• The Retained Organization (RO) — The owner of the architecture, the guardian of 
responsibility clarity, agreements, policies, interfaces, and governance. 

• The Service Integrator (SI) — The operator of coherence, the function that makes suppliers 
work as one system through a universal logic (USM’s 1-5-8 formula). 

These books form a twin architecture: 

• The RO book explains how to govern the system. 

• The SI book explains how to operate that system coherently. 

You can read them independently — but together, they form the full blueprint for mastering multi-
supplier ecosystems, allowing for the use of any practice-based guidance your prefer. 

If you are a CIO or IT executive: read The Retained Organization first. 
If you are an SI specialist, SMO lead, or service architect: start with The Service Integrator. 
If you want structural control and operational coherence: read both. 

Together they reveal a single truth: 

“You don’t fix chaos with coordination — you fix it with architecture.” 
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Preface — The View from the Control Room 

I wrote this book because for decades we kept asking the wrong question: 
“Why can’t our suppliers work together?” 

The real question was: 
“Why did we expect them to integrate without offering them a shared architecture?” 

We blamed coordination. 
We blamed governance. 
We blamed tools. 
We blamed contracts, consultants, committees, culture. 
Sometimes we blamed each other. 

But the fault never lived in the people. 
It lived in the system—or more accurately, in the absence of one. 

The moment we recognize that integration is not a performance problem but an architectural one, 
everything snaps into focus. 
Suppliers, once viewed as obstacles, become simply actors inside a pattern. 
Tools become instruments rather than cages. 
Governance becomes rhythm instead of ritual. 
And the SI—long treated as a coordinator, fixer, firefighter—finally steps into its rightful role: the 
operator of coherence. 

This book is a companion to ‘The Retained Organization’ for a reason. 
You cannot operate what you have not designed. 
And you should not design what you cannot operate. 

The RO thinks in structures. 
The SI thinks in flows. 
Together they form the architecture and physics of a single living system. 

If this book does its work well, you will learn to understand the SI not as a department or team or 
vendor role, but as the systemic actor responsible for ensuring that architecture becomes reality 
every single day. 

This book belongs to everyone who has ever tried to integrate suppliers with willpower alone, who 
has been blamed for “lack of alignment,” who has lived in the escalation trenches, who has 
negotiated at 2 a.m. to restore a service they did not break, and who knew, deep down, that the 
problem was never coordination. 

It was always architecture. 

And now you have it. 

— Jan van Bon 
SURVUZ Foundation 
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“The Day the System Spoke” 
They called it a “supplier alignment meeting,” which was optimistic, given that nobody in the room 
agreed on what alignment meant. 
Eight people sat at the table: three suppliers, two internal teams, one tooling specialist, an 
overworked service manager, and me — the newly appointed “Integration Lead,” which sounded 
grander than the reality of a laptop, a dashboard full of orange warnings, and a headache that 
began somewhere behind the eyes. 
The problem on the table was simple: 
A customer could not access a form. 
One form. 
One button. 
One click that led nowhere. 
A tiny problem. 
Except that: 

• Supplier A said it wasn’t their API. 

• Supplier B said the workflow was fine. 

• Supplier C said the tool was misconfigured. 

• The internal team said nobody had changed anything. 

• The dashboard said everything was green. 

• The customer said everything was broken. 

• And the director said we were all responsible. 
 
Classic multi-supplier theater. 
We spent 40 minutes arguing over whose part of the process “owned” the failure. 
We debated evidence, timestamps, logs. 
We blamed the ticket. 
We blamed the workflow. 
Someone blamed a missing firewall rule that did not exist. 
Then, at the 41-minute mark, something remarkable happened. 
Supplier B said, almost under their breath: 
“We don’t know where Supplier A’s responsibility ends.” 
Silence fell. 
It was not a guilty silence. 
It was the silence of recognition— 
the moment everyone realized that the problem wasn’t the form, wasn’t the workflow, wasn’t the 
API. 
It was the system. 
Responsibilities were vague. 
Interfaces were undocumented. 
Agreements contradicted each other. 
Data classifications didn’t match. 
The tool configuration was a museum of historical improvisations. 
There was no architecture. 
Only people trying their best not to spill the coffee on a table missing three legs. 
That was the day I understood what integration really is. 
It is not coordination. 
It is not diplomacy. 
It is not escalation management. 
It is not “making suppliers work together.” 
Integration is the moment the system speaks — 
and you finally understand that you need structure, not heroics. 
That was the day I stopped being a coordinator 
and became a Service Integrator. 
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MANAGEMENT SUMMARY – THE SERVICE 
INTEGRATOR (USM EDITION) 

Modern organizations operate in fragmented ecosystems of suppliers, platforms, tools, and 
internal teams — all interdependent, all moving at different speeds. This fragmentation is not 
failure; it is physics. The failure begins when organizations try to fix that fragmentation with 
coordination instead of structure. The Service Integrator (SI) exists to correct this: not as a 
coordinator or mediator, but as the operator of coherence in a multi-supplier world. 

At the core of the book is a simple truth: suppliers cannot self-integrate. Every supplier brings its 
own tools, processes, culture, and incentives. Trying to harmonize them internally is impossible. 
The only scalable solution is architectural integration at the boundary, governed through USM’s 
universal operating logic — the 1–5–8 formula (one service definition, five processes, eight 
workflow patterns) in a systems-based approach. By enforcing this shared grammar at every 
interface, the SI turns a collection of actors into a single behaving system. 

The SI works in tandem with the Retained Organization (RO), forming a dual system model where 
the RO defines the architecture and the SI animates it. Without the RO, the SI collapses into 
coordination. Without the SI, the RO becomes theoretical. Together, they convert fragmented 
ecosystems into coherent service systems that behave predictably under pressure. 

The SI’s unique contribution is expressed through its TAR logic: Tasks (seven duties only the SI 
can perform), Authorities (four forms of empowerment granted by the RO, turning integration 
from suggestion into structural control), and Responsibilities: clearly distributed across RO, SI, 
suppliers, and internal teams, eliminating ambiguity and governance noise. 

Where organizations often try to integrate suppliers with dashboards, escalations, or contract 
clauses, the SI integrates through interfaces — the true battleground where responsibilities shift, 
data flows, experience is shaped, and errors propagate. By governing execution interfaces, 
information interfaces, responsibility interfaces, experience interfaces, and change/improvement 
interfaces, the SI controls the flow of the entire system. 

As organizations mature along USM’s five-position value ladder, the SI evolves from firefighter 
(Position 1) to workflow enforcer (Position 2), then coherence governor (Position 3), experience 
integrator (Position 4), and finally strategic enabler (Position 5). At the highest position, the SI 
supports an ecosystem that is self-coherent: suppliers onboard seamlessly, changes ripple 
without friction, and architectural logic becomes a competitive asset. 

The SI is not defined by whether it is internal, external, or hybrid. Those forms all work — or fail — 
depending on one factor: architectural alignment with the RO. Integration succeeds only when 
the SI lives inside the architecture, enforcing the logic that makes suppliers interoperable. 

The book closes by looking forward: supplier landscapes will become more fluid, AI will automate 
increasing portions of operations, and business value will replace traditional SLAs as the outer 
boundary of governance. In that future, the SI becomes the supervisor of architectural 
intelligence, ensuring that automation, suppliers, and human actors all operate through the same 
systemic logic. 

In essence, The Service Integrator reframes integration as an architectural discipline, not a 
coordination function. It equips organizations with a blueprint capable of turning fragmentation 
into coherence, complexity into predictability, and ecosystems into strategic assets. 

“You don’t fix chaos with coordination. 
 You fix it with structure — and the SI is how structure comes alive.” 
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1 THE SYSTEMIC CONTEXT 

“Why Integration Exists, and Why Almost No One Does It Right.” 

 
Figure 1- Fragmentation is natural. Coherence is designed. 

1.1 Fragmentation, Connection, Dependence 

“Integration isn’t a luxury. 
It’s the gravitational constant of modern service ecosystems.” 

Organizations don’t wake up one morning and decide to build a labyrinth. 
They simply take what looks like the shortest path: 

• add a supplier 

• plug in a cloud platform 

• outsource a process 

• adopt a new tool. 

Each choice is rational. Each choice is individually optimal. 
And each one quietly deepens the fracture lines of the system. 

Before long, the landscape looks like a medieval map drawn by a cartographer who had too much 
wine and too little oversight: 

• islands of suppliers 

• rivers of data 

• forests of tools 

• and an occasional dragon guarding the API nobody dares to touch. 

At first, the fragmentation feels manageable — a few more meetings, a new dashboard, a fresh 
escalation path. But as the system grows, something strange happens:  

Local optimization turns into global dependence. 
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Figure 2 - Fragmentation creates dependency — and dependency demands integration 

Every arrow becomes a feedback loop. 
Every supplier becomes a node in someone else’s failure mode. 
Every change request becomes a multi-actor gamble with unspoken consequences. 

This is not mismanagement. 
This is physics. 

Service ecosystems drift toward dependence the way gravity pulls objects toward the earth. And 
the moment dependence appears, the organization needs integration — not as an optional role or 
a bureaucratic layer, but as a structural function. 

Integration, in its true form, is the force that keeps a multi-supplier world from tearing itself apart. 

And yet… the most common response to fragmentation isn’t integration — it’s coordination. 
Meetings instead of architecture. Dashboards instead of agreements. Heroic individuals instead 
of systemic logic. 

Coordination is a sugar high. Integration is the blueprint. 

This book is about the blueprint. 

But before we get there, we must answer the question too few sourcing strategies ever ask: 

How does a system behave when multiple actors are responsible for one 
service? 

Short answer: 
It behaves according to the architecture — or the absence of one. 

1.2 The RO–SI Dual System Model 

Two actors, one architecture, shared governance. 

If you want a multi-supplier ecosystem to behave like one service, you need two forces working in 
perfect tandem: 

• the Retained Organization (RO) — the architect of the system 

• the Service Integrator (SI) — the operator of coherence 
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These two roles are not rivals, not layers, not departments, not political entities. 
They are the paired organs of a single body. 

The RO sets the structure: the responsibilities, the interfaces, the agreements, the workflows — 
the logic that makes everything predictable. 

The SI animates that structure: ensuring suppliers execute according to the system’s physics, not 
according to their own internal whims, habits, toolsets, or maturity levels. 

Every successful ecosystem in history — from ant colonies to software platforms to 
constellations of services — has some version of this dual structure: 
one force defines the boundaries, another ensures the flow. 

Without the RO, the SI becomes a coordinator: reactive, overwhelmed, juggling chaos. 

Without the SI, the RO becomes a theorist: a blueprint without hydraulics. 

Together, they are a system: architecture + integration, design + execution. 

The rest of this book shows you how to make that system perform like a symphony rather than a 
crowded tavern at closing time. 

 
Figure 3 – RO+SI Dual System Model. One architecture. One integrator. Many suppliers. One system 

1.3 USM as the Physics of Integration (The 1–5–8 Logic) 

If the RO writes the laws of motion, the SI makes sure nothing moves outside them. 

Here’s the secret the industry has avoided for 30+ years: 

You cannot integrate suppliers if every actor uses a different operating logic. 

It’s like trying to run a city where cars follow French rules, cyclists follow Dutch rules, pedestrians 
follow New York rules, and trams follow no rules at all. 
You do not get transportation. You get a betting market. 

USM corrects this. 
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USM is the universal physics of service operations: 

• 1 service definition — one specification of what value is delivered 

• 5 processes — Agree, Change, Operate, Recover, Improve 

• 8 workflow patterns — the atomic movements that every actor performs 

• a system with 3 essential components — People, Process, Technology. 

Every actor in the ecosystem — RO, internal team, SI, supplier — behaves using exactly this 
grammar. Not their own. Not ITIL’s. Not SIAM’s. Not whatever their tool vendor baked into their 
default workflow. 

USM is Esperanto for service ecosystems — the shared management language that eliminates 
translation errors. 

For the SI, USM is not optional. It is the entire machinery. 
It ensures: 

• suppliers can plug in cleanly 

• changes propagate predictably 

• agreements are enforceable 

• escalations follow known lanes 

• experience data follows standard interfaces 

• transparency becomes systemic, not political. 

You cannot integrate without a physics. 
USM is that physics. 

 
Figure 4 - The USM 1-5-8 Formula: 1 service definition, 5 processes, 8 workflow patterns. One operating logic. 

1.4 Suppliers as Systems, Not Organizations 

“Integration succeeds the moment you stop managing suppliers and start 
managing systems.” 

Suppliers will never spontaneously behave the same way. They have their own tools, their own 
processes, their own cultures, their own histories, and their own interpretations of what “good 
service” means.  
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Trying to standardize supplier behavior by asking them to change internally is like asking the 
weather to be more consistent. And the only thing you’ll harvest is resistance. 

Suppliers cannot be standardized internally. 
But they can be standardized at the boundary. 

The SI does not care how a supplier operates internally. 
The SI cares how that supplier presents itself at the interface with other actors in the ecosystem: 

• clarity of agreements 

• clarity of responsibilities 

• adherence to USM’s 1–5–8 formula 

• predictable compliance with architectural rules 

• ability to share experience and data transparently 

• participation in ecosystem governance. 

This is why USM treats every supplier initially as a black box system with a standardized external 
grammar. 

Once the interface is governed, the internal variation stops being a problem. Internal 
effectiveness and efficiency have now become the problem of the supplier. And a smart supplier 
will then optimize its internal structure to align perfectly with that external grammar – but now 
based on a business case, in its own interest. 

This is also why SIAM struggles while USM-integrated ecosystems succeed: SIAM tries to align 
the internal practices that result from adopting and adapting ITIL-based guidance. USM aligns 
behavior at the boundary – without interfering with a supplier’s jurisdiction. 

The SI is the guardian of those boundaries — the conductor of coherence. 

 
Figure 5- The SI integrates systems, not organizations 
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2 THE TAR LOGIC OF THE SERVICE INTEGRATOR 

“You cannot govern what you cannot define. 
 You cannot assign what you cannot govern.  
 You cannot integrate what you cannot assign.” 

In a service ecosystem, all actors are dependent upon the correct contribution of other actors to 
the whole of the ecosystem.  
When integration is the goal, each actor in the ecosystem must execute its assigned Tasks, 
based on associated Authorities, and Responsibilities (TAR).  
This makes TAR the skeleton of systemic coherence. 
The RO owns the architecture. 
The SI operates the architecture. 
Suppliers plug into the architecture. 

TAR is the grammar that makes this possible. 

2.1 Tasks (T): What Only the SI Can Do 

“If the RO designs the physics, the SI runs the reactor.” 

 
Figure 6 - Tasks = The work only the RO can do 

The SI’s tasks are not clerical. They are not administrative. They are not the housekeeping of an 
overgrown sourcing model. 

The SI’s tasks are the operational hydraulics of coherence. 
They ensure that the architecture the RO defines actually breathes through the ecosystem. 

Here are the seven tasks that only the SI can perform — because they require neutrality, systemic 
awareness, and mastery of USM logic. 
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1. Enforcing the Service Management Architecture (SMA)  

Every supplier arrives with its own internal religion. ITIL-flavored workflows. SAFe rituals. Home-
brewed change procedures with 84 status transitions. 

The SI must gently, ruthlessly, systematically strip all that away at the interface. The supplier may 
keep its habits internally — but externally it must speak USM. 

This is the first task: enforce one architecture for operating logic across all actors. 

2. Managing Cross-Supplier Interfaces 

Integration fails at the handovers — always. 
Most ecosystems collapse in the cracks between suppliers. 

The SI governs the links: 

• incident escalation lanes 

• change impact verification chains 

• service request routing 

• data transparency interfaces 

• experience feedback connectors. 

Interfaces are the SI’s battlefield. Control the interfaces, and you control the ecosystem. 

3. Maintaining Systemic Transparency 

Every supplier sees a piece of the truth. 
The SI sees the whole truth — or nothing works. 

Transparency, for the SI, means: 

• collecting data across the ecosystem 

• normalizing it into one coherent story 

• publishing experience, performance, and risk transparently 

• exposing systemic weakness before it collapses. 

This is the oxygen of integration. 

4. Governing Agreements and Responsibilities 

The SI ensures that every agreement: 

• aligns with the RO’s architecture 

• expresses responsibilities in clear, USM-based terms 

• connects cleanly with upstream and downstream interfaces. 

If an agreement contradicts the architecture, the SI rejects it like an immune system rejecting 
incompatible tissue. 

5. Orchestrating Multi-Supplier Workflows 

The SI does not “coordinate tasks.” 
It orchestrates workflows: 

• flow of agreements 

• end-to-end change flow 

• incident recovery flow 

• service request flow 

• improvement flow. 

And it does so using USM’s eight workflow patterns, not the supplier’s internal machinery. 

This is coherence-by-design. 
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6. Protecting the Customer Experience 

The SI sees what no single supplier can see: the entire customer journey. 

The SI ensures that experience is: 

• measured consistently 

• impacted consciously 

• improved structurally 

• owned collectively. 

Experience is not a soft metric. 
It’s the ultimate integration signal. 

7. Driving Systemic Improvement 

Improvement is not a side project — it is the SI’s bloodstream. 

The SI identifies structural failures: 

• unclear interfaces 

• contradictory agreements 

• misaligned data 

• inconsistent responsibilities 

• friction clusters. 

And sends them back to the RO for architectural correction. 

The SI improves execution. 
The RO improves architecture. 
Together, they create evolution. 

2.2 Authorities (A): What the SI Is Empowered To Rule 

“Integration without authority is just theater.” 

 
Figure 7 - Authority = The right to govern the system 
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Suppliers do not align because they are “good partners.” 
They align because the system gives the SI the authority to shape their behavior. 

The SI requires four types of authority — each granted by the RO. 

Without them, the SI becomes a polite suggestion service. 
With them, the SI becomes the gravitational center of operational coherence. 

Operational Authority 

The SI governs execution across suppliers. 

This means: 

• enforcing workflows 

• defining escalation routes 

• managing cross-supplier sequences 

• validating impact assessments 

• coordinating recoveries. 

The SI is the conductor. Suppliers play their instruments — but the SI sets the tempo. 

Interface Authority 

This is the SI’s sharpest weapon. 

Authority over interfaces allows the SI to: 

• redesign handovers 

• correct ambiguity 

• eliminate friction 

• enforce standard handshake patterns 

• align data formats 

• define inbound/outbound responsibilities. 

Without interface authority, the SI can do nothing. 

Transparency Authority 

Suppliers may resist transparency — always. 
Not maliciously, but instinctively. Transparency is vulnerability. 

The SI must have the authority to: 

• demand data 

• normalize it 

• publish it 

• expose failures 

• highlight systemic risks. 

The SI cannot be blindfolded. The ecosystem cannot be opaque. 

Integrator Governance Authority 

This authority comes from the RO and allows the SI to: 

• operate under architectural rules 

• escalate structural defects 

• enforce contracts at operational level 

• reject incompatible supplier behaviors 

• demand corrective action when coherence breaks. 

This authority makes the SI the operational arm of architectural sovereignty. 
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2.3 Responsibilities (R): The Work Shared Across the Ecosystem 

“Tasks belong to the SI.  
 Responsibilities are distributed.  
 The architecture determines who holds what.” 

 
Figure 8 - Responsibility = What the RO is accountable for; protecting the outcomes, coherence, compliance, 
transparency, experience, and learning 

The RO owns architecture. 
The SI owns coherence. 
Suppliers own execution. 
Internal teams own consumption. 

Responsibilities form the multi-lane highway of the ecosystem. 

The SI’s responsibilities are: 

• Execute the Integration Workflows - The SI owns the workflow. Suppliers execute inside it. 

• Maintain predictable flow across suppliers - Operational friction is not a supplier problem — 
it’s an integration problem. 

• Ensure clean interfaces and assured handovers - Every handover is a potential explosion. 
The SI defuses each one. 

• Enable data transparency and ecosystem visibility - No insight, no integration. 

• Act as neutral operator of the system - The SI must never favor a supplier. 
Its loyalty is to the system. 

• Support architecture by escalating structural defects - The SI cannot fix architecture. 
It can reveal where it breaks. 

2.4 Assignment Logic (Matrix): Who Does What Under One Architecture 

This is the most misunderstood element of integration — and the most important. 

Assignment logic is the clarity engine of the ecosystem. It answers one question with brutal 
simplicity: 

Who is accountable, responsible, consulted, and informed in each USM 
process? 
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Not for activities. 
For processes, and for the end-to-end workflows (‘Value Streams’) based on these processes.  

This removes 90% of governance noise. 

Assignment Logic Matrix  

 
Figure 9 - Assignment logic: same processes, different responsibilities 

What this matrix ensures 

• no duplicate authorities 

• no “blurry borders” between SI and suppliers 

• no hidden responsibilities 

• no political ambiguity 

• no operational drift. 

The architecture decides. 
The SI enforces. 
Suppliers comply. 
The system flows. 

  



The Service Integrator – A companion guide to The Retained Organization 

Page 18 of 49 

3 OPERATING THE INTEGRATION SYSTEM 

“Integration is not an act. 
 It’s the ongoing circulation of architecture through the ecosystem.” 

This part of the book shifts from what the SI is (TAR) to what the SI does every day — the 
operational mechanics of coherence in a world that never sits still. 

Architecture without execution is theory. 
Execution without architecture is chaos. 
Integration is the third thing — the marriage of the two. 

3.1 The Integration System 

“You cannot integrate without a map.  
 The SMA is that map.” 

 
Figure 10 - The Service Management Architecture sets the boundaries for the Integration System 

Most organizations try to integrate suppliers using tools, contracts, or goodwill. 
All three fail. 
Tools optimize fragments. Contracts freeze misunderstandings. 
Goodwill evaporates under pressure. 

What works is architecture. 

In the RO book, the Service Management Architecture (SMA) was introduced as the RO’s design 
tool. Here, in the SI’s world, the SMA becomes the operational control surface — the cockpit from 
which the SI flies the ecosystem. 

The Integration System contains seven architectural building blocks. 
For the SI, they become the seven sources of operational truth. 

1. Service Management Architecture (SMA) — The Outer Boundary 

The SMA defines the rules of engagement for every actor. 
It is not a contract. It is a constitutional document for the ecosystem. 
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For the SI, the SMA: 

• Defines the handshake logic. 

• Standardizes responsibilities. 

• Aligns customer expectations. 

• Creates a predictable boundary for change and escalation. 

Without the SMA, the SI becomes a diplomat. 
With the SMA, the SI becomes a system operator. 

2. Agreements — Converting Architecture into Commitments 

Agreements are not artifacts to store in SharePoint. 
They are the living interfaces between actors. 

The SI ensures: 

• Every agreement matches the SMA. 

• Every supplier agreement is structurally compatible. 

• Every ambiguity dies at the boundary. 

• Every cross-supplier connection is clean. 

If the SMA is the constitution, agreements are the laws that operationalize it. 

3. Interfaces — The True Battleground of Integration 

If you want to know where integration fails, follow the pain. 
It always leads to an interface: 

• a handover 

• a data-sharing point 

• a responsibility shift 

• a multi-step change 

• an unclear escalation flow. 

The SI governs interfaces the way an engineer governs valves and pipelines. 
Interfaces determine: 

• friction 

• latency 

• risk propagation 

• error amplification 

• experience degradation. 

A well-governed interface is worth more than a well-governed supplier. 

4. Workflows (USM 1–5–8) — Movement at the Atomic Level 

Suppliers can keep whatever framework or technique they want — ITIL, SAFe, ITSM-via-holy-water 
— but at the interface, everyone speaks USM. 

This gives the SI: 

• predictable chains of action 

• predictable impact evaluation 

• predictable recovery patterns 

• predictable improvement cycles. 

Workflows are the SI’s circulatory system. 
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5. Policies — The Laws of Systemic Behavior 

Policies ensure that every decision made by every actor is compatible with the system as a 
whole. 

For the SI, policies are: 

• guardrails 

• escalation laws 

• experience rules 

• transparency requirements 

• change impact rules. 

The SI is not a judge — the SI is the enforcement mechanism. 

6. Data Model — Seeing the System as One 

Without a shared data model, integration becomes interpretive dance. 

The SI depends on: 

• shared identifiers 

• consistent service definitions 

• normalized classifications 

• aligned experience data 

• measurable outcomes. 

The data model is not an ornament. It is the SI’s sensory system. 

7. Governance Rhythm — The Ecosystem Pulse 

Integration breathes in a rhythm: 

• daily operational alignment 

• weekly performance coherence 

• monthly structural adjustment 

• quarterly architectural review. 

The SI keeps the beat. Suppliers dance within it. 

3.2 Interfaces: Governing Links & Dependencies 

“Suppliers are not the challenge.  
 Interfaces are.” 

This chapter is the heart of the SI’s craft. 
The SI’s power does not come from managing suppliers — it comes from managing the spaces 
between suppliers. 

Interfaces are where: 

• responsibility transfers 

• data flows 

• trust breaks 

• expectations drift 

• recoveries stall 

• improvements start. 

Think of suppliers as organs. 
Interfaces are the arteries between them. 
The SI is the circulatory system that keeps the blood flowing. 
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Figure 11 - Interfaces, not suppliers, determine integration quality 

The Five Types of Interfaces an SI Must Govern 

1. Execution Interfaces 

Where tasks are handed over between actors. 
High risk of ambiguity. 
High impact on flow. 

2. Information Interfaces 

Data inputs, outputs, classifications, context. 
High risk of error. 
High impact on visibility. 

3. Responsibility Interfaces 

Where “who does what when” becomes unclear. 
High risk of blame culture. 

4. Experience Interfaces 

Where customer journeys cross supplier boundaries. 
High risk of fragmentation. 
High impact on trust. 

5. Change & Improvement Interfaces 

Where systemic agility either thrives or dies. 
High risk of bottlenecks. 
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The SI’s Golden Rule of Interfaces 

If an interface is unclear, the system is unclear.  
If the system is unclear, integration will fail. 

The SI must be relentless. 
Interfaces are where negligence hides. 

3.3 Transparency: Data, Reporting & Shared Visibility 

Integration begins the moment everyone sees the same reality. 
A multi-supplier ecosystem without transparency is not an ecosystem — it’s a séance. 

People guess. 
People argue. 
People defend. 
People interpret. 
People tell stories. 

The SI replaces stories with visibility. 

The Three Layers of SI Transparency 

1. Operational Transparency (Now-data) 

Incidents, changes, workflows, escalations — the SI sees all current flow. 

2. Performance Transparency (Health-data) 

Service Agreements, process outcomes, cycle times — the SI sees all systemic quality. 

3. Structural Transparency (Truth-data) 

Usage patterns, friction clusters, interface failures, architectural debt — the SI sees the hidden 
architecture. 

Suppliers see their own puzzle piece. 
The SI sees the full picture. 

 
Figure 12 - Experience is the ecosystem speaking 
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Transparency Is Not Neutral 

Transparency is both light and pressure. 
Some suppliers resist it because it exposes operational truth. 
Others embrace it because it accelerates improvement. 

The SI’s duty is to enforce transparency without compromise: 

• shared dashboards 

• normalized data definitions 

• cross-supplier visibility 

• common measurement logic 

• ecosystem-level metrics. 

Transparency is the SI’s political capital. 
The SI must spend it wisely and consistently. 

3.4 Experience Coherence 

The SI is not in the business of happiness — it is in the business of predictable experience. 

User experience is the ultimate test of integration. 
Not because users complain, but because they feel discontinuity before anyone else sees it. 

Experience coherence means: 

• stable journeys 

• predictable outcomes 

• smooth handovers 

• minimized friction 

• aligned expectations 

• consistent communication 

• uninterrupted value delivery. 

And above all: no visible seams between suppliers. 

This is the SI’s art form. 

The SI + XLA Model 

XLA is not a measurement gimmick. 
Under USM, it becomes the ecosystem’s emotional nervous system: 

• detecting frustration early 

• sensing friction in interfaces 

• revealing invisible misalignment 

• validating architectural adjustments 

• reinforcing behavioral norms. 

Experience is an early-warning system. 
The SI must treat it as such. 

3.5 Governance: Alignment, Escalation, Improvement 

Integration fails the moment governance becomes political. 

Governance is not a meeting. 
Governance is not a committee. 
Governance is not a reporting ritual. 

Governance is a rhythm — the ecosystem pulse that keeps suppliers aligned with architecture 
and architecture aligned with reality. 
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Figure 13 - Governance is rhythm, not ritual 

The SI is responsible for maintaining this rhythm with precision. 

Alignment Governance 

Ensures that: 

• agreements are followed 

• workflows are executed 

• interfaces remain clean 

• responsibilities remain intact. 

This is the SI’s daily bread. 

Escalation Governance 

Escalation is not punishment. Escalation is signal. 

Escalation reveals: 

• structural defects 

• supplier weaknesses 

• responsibility gaps 

• architectural decay. 

The SI escalates operational issues. 
The RO escalates architectural issues. 

This keeps the ecosystem honest. 

Improvement Governance 

No multi-supplier ecosystem stands still. 
If it is not improving, it is degrading. 

The SI drives improvement in: 

• flow efficiency 

• cross-supplier collaboration 
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• interface quality 

• change velocity 

• recovery predictability 

• experience coherence. 

Improvements that affect architecture go to the RO. 
Improvements that affect execution stay with the SI. 

Together, they close the loop. 

 

 

  



The Service Integrator – A companion guide to The Retained Organization 

Page 26 of 49 

4 MATURITY, VALUE & EVOLUTION 

“A system matures its capability when structure replaces improvisation. 
 A system evolves when architecture replaces opinion.” 

The RO defines the architecture. 
The SI animates it. 
Suppliers operate inside it. 

Capability Maturity, then, is not about how “advanced” a supplier is, nor how “mature” a team 
feels. Capability Maturity is about how completely the ecosystem aligns with one architecture — 
and how consistently the SI can operate within it. 

In USM’s Dual Lens interpretation of the concept of “maturity”, this Capability Maturity specifies 
how well an actor behaves, given a certain (system) requirement. But are they doing the right 
things? The second lens specifies the position the actor takes in terms of adding value to their 
customer’s business. Do they only contribute technological materials – with very little influence 
on business results - or are they deeply involved in their customer’s business? 

In supply chains, the further down the chain you go, the less impact the actor has on the end-
result of the chain. Supply networks and ecosystems can show higher dependency rates between 
actors. Actors that take a higher position in the USM Value Maturity Model will have to develop 
associated internal capabilities that enable them to deliver the specified value. 

At the end of the day, the value that is created at the customer business level is the ultimate goal. 
Internal capabilities are merely a means to an end. In this book, we look at maturity from that 
business value perspective – not the internal capability perspective. 

4.1 The SI Across the Five USM Value Positions 

“Integration is not one thing.  
 It is five very different disciplines pretending to be one.” 

In the RO book, the USM Value Maturity Model describes how organizations evolve from 
firefighting to architectural sovereignty. 
Here, we map the SI’s role across those same five positions — turning the twin books into two 
sides of one evolutionary story. 

The five positions: 
1. Technology-Driven 
2. System-Driven 
3. Service-Driven 
4. Customer-Driven 
5. Business-Driven 

Let’s now look at these through the eyes of the SI. 

1. Technology-Driven: “The SI as Coordinator of Chaos” 

This is the default state of most outsourced ecosystems. 

Symptoms: 

• multiple supplier tools 

• inconsistent processes 

• overlapping tickets 

• escalation firefights 

• no shared operating model 
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• data that cannot be reconciled 

• SLAs that contradict each other. 

The SI in this world: 

• reacts 

• mediates 

• negotiates 

• fills gaps with heroics 

• stitches together fragments. 

The SI is a coordinator — not an integrator. 

Value is minimal because coherence does not exist. 

2. System-Driven: “The SI as Workflow Enforcer” 

The organization has begun to recognize that chaos is not inevitable. 
Processes appear. Documentation expands. ITIL ceremonies proliferate. 

But suppliers still operate using their own internal patterns. 

The SI gains the ability to: 

• standardize workflows 

• check for process adherence 

• orchestrate changes and incidents 

• reduce friction at obvious handovers. 

This is a better world — but still brittle. 
The SI can enforce steps, but not architecture. 
Suppliers comply selectively, not structurally. 

Value increases — but only linearly. 

3. Service-Driven: “The SI as the Governor of Coherence” 

This is the first real maturity leap. 

Services become defined, catalogued, and understood as value units, not IT components. This 
gives the SI a clean structural anchor. 

Now, the SI: 

• operates fully within USM's 1–5–8 logic 

• manages interfaces by design 

• governs cross-supplier flow predictably 

• enforces agreements that follow architectural rules 

• normalizes data across the ecosystem. 

The SI moves from “coordinating tasks” to running the system based on results. 

Value begins compounding. 

4. Customer-Driven: “The SI as Experience Integrator” 

Experience replaces process metrics as the primary governance signal. 
The SI becomes the ecosystem’s emotional nervous system. 

The SI now: 

• measures experience at every supplier boundary 

• connects experience data to operational causes 

• anticipates friction 
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• adjusts flows 

• signals improvement opportunities 

• aligns suppliers around journey outcomes. 

Suppliers no longer integrate because the SI instructs them to. 
They integrate because the system requires it. 

Value becomes exponential because the SI begins shaping perception, not just performance. 

5. Business-Driven (Level 5): “The SI as Strategic Enabler” 

At the highest maturity, architecture is stable enough that: 

• innovation becomes predictable 

• changes ripple smoothly 

• new suppliers plug in effortlessly 

• experience becomes a leading indicator 

• the SI enables—not slows—strategic shifts. 

The SI becomes: 

• the guardian of systemic agility 

• the sensor of value opportunities 

• the accelerator of business outcomes. 

Integration becomes a strategic capability, not an operational burden. 

Value becomes structural — inseparable from the ecosystem itself. 

 
Figure 14 - The SI’s value contribution climbs with the architecture 

4.2 Value Contribution at Each Position 

“Value is not created by doing more work, but by doing the right work in the 
right system.” 

Here we quantify what the SI contributes at each maturity position. 

Most executives misunderstand the SI’s value because they measure cost instead of coherence. 
In reality: The SI produces value by reducing the cost of disorder. 
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Here’s how value accumulates: 

Position 1. Value: Firefighting Reduction 

• fewer escalations 

• fewer misunderstandings 

• faster triage 

• fewer supplier conflicts 

• fewer crisis meetings. 

This reduces operational noise. 
It is survival value. 

Position 2. Value: Process Predictability 

• some standardized processes 

• more consistent change cycles 

• improved incident resolution 

• fewer handover failures. 

This reduces cycle time. 
It is stability value. 

Position 3. Value: Coherence and Flow 

• USM’s 1-5-8 logic is adopted 

• clean interfaces 

• unified agreements 

• data transparency 

• measurable improvement patterns. 

This reduces systemic waste. 
It is ecosystem value. 

Position 4. Value: Experience as Early-Warning System 

• business value is managed 

• trust increases 

• customer churn decreases 

• cross-supplier disputes drop 

• demand predictability increases. 

This amplifies value creation. 
It is customer value. 

Position 5. Value: Strategic Agility 

• ecosystem awareness is structural 

• effortless supplier onboarding 

• faster innovation cycles 

• improved cost adaptability 

• risk reduction at ecosystem level. 

This enhances strategic capability. 
It is business value. 
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Figure 15 - Value expands as coherence grows 

4.3 Anti-Patterns & Structural Failure Modes 

“If you know where systems fail, you know where integration begins.” 

Every multi-supplier ecosystem suffers from recurring anti-patterns. 
They are not mistakes — they are symptoms of missing architecture. 

The SI must recognize them instantly. 

Below are the six major anti-patterns, matched to the architectural corrections. 

Anti-Pattern 1: Overgrown Coordinator Model 

Lots of coordinators, lots of dashboards, no ownership. 
Correction: Establish clear architecture + assign SI authority. 

Anti-Pattern 2: Supplier-Driven Architecture 

Suppliers define their operating model informally by delivering according to their own habits. 
Correction: Reclaim interface governance + enforce USM logic. 

Anti-Pattern 3: Tool-Driven Governance 

The ITSM tool becomes the operating model. 
Correction: Architecture drives tool configuration — always. 

Anti-Pattern 4: Illusion of Integration 

Supplier meetings masquerade as integration. 
Correction: Assign an SI with operational authority. 
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Anti-Pattern 5: Contract-First Governance 

SLAs precede clarity about responsibilities or interfaces. 
Correction: Define interfaces first, agreements second. 

Anti-Pattern 6: Distributed Ownership 

Responsibilities spread across actors without a governing center. 
Correction: Install an empowered RO + SI combination. 

 
Figure 16 - Anti-patterns vanish when architecture returns 

4.4 The Evolution Path Toward Architectural Sovereignty 

“Integration is not a destination.  
 It is the road by which the ecosystem learns to govern itself.” 

This chapter describes the SI’s journey as the architecture matures. 

 
Figure 17 - Integration evolves as architecture deepens 
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The six stages: 
1. Chaos (No architecture) 
2. Coordination (Human glue replaces structure) 
3. Architecture Introduced (USM 1–5–8 foundation) 
4. Ecosystem Alignment (Suppliers adopt the interface grammar) 
5. Systemic Improvement (Friction drops across boundaries) 
6. Strategic Sovereignty (Architecture becomes a competitive capability) 

What matters most is this: 

You don’t climb this ladder by adding more people, more coordination, or more tooling. 
You climb it by adding more architecture. 

The SI’s role transforms at each step: 

• from firefighter 

• to conductor 

• to governor 

• to experience integrator 

• to strategic enabler. 

When you reach stage 6, something remarkable happens: 

The ecosystem becomes self-coherent. 
Suppliers onboard seamlessly. 
Changes propagate predictably. 
Experience stabilizes. 
Strategy accelerates. 
Risk decreases naturally. 

This is architectural sovereignty — 
the goal of the RO, 
and the operational manifestation of the SI. 
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5 ALIGNMENT, PRACTICE & THE FUTURE 

“Integration is not just a role.  
 It is the nervous system of the organization you are becoming.” 

Sections 1-4 taught you the physics, the hydraulics, and the evolution of integration. 
Now we explore its different forms, how to align an ecosystem under one architecture, how to 
embed the SI into the RO’s governance, and what future service ecosystems will require. 

This is the part executives return to when designing sourcing strategies. 
This is the part consultants use when building operating models. 
This is the part everyone reads twice. 

5.1 Internal vs External vs Hybrid SI 

“The form of the SI does not matter.  
 The architecture does.” 

 
Figure 18 - The form of the SI matters less than its architectural alignment 

Organizations often obsess over where the Service Integrator “sits”: 

• inside the organization? 

• outsourced to a supplier? 

• delivered by the RO? 

• provided by a tooling vendor? 

• or operated as a hybrid arrangement? 

These choices feel profound, political even. 
But in reality, the SI’s form does not determine success. 
Its architectural alignment does. 

There are three legitimate SI configurations. 
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1. Internal SI (the Sovereign Integrator) 

The SI is staffed and operated by the organization itself. 

Strengths: 

• high neutrality 

• full alignment with RO architecture 

• clear authority 

• deep organizational memory 

• strong escalation power. 

Risks: 

• may slip into “coordination mode” if architecture is weak 

• easily overloaded without systemic boundaries. 

This is the purest form when the organization seeks architectural sovereignty. 

2. External SI (third-party integrator) 

A supplier provides the SI function. 

Strengths: 

• brings professional integration capability 

• accelerates maturity 

• scalable capacity 

• experience from multiple ecosystems. 

Risks: 

• neutrality must be carefully governed 

• may default to its own internal routines unless USM is enforced 

• suppliers may challenge its authority. 

External SI works only when governed by a strong RO. 
Otherwise, it becomes a fox guarding the henhouse. 

3. Hybrid SI (RO + external + automation) 

The most common and most misunderstood. 

Here, the SI is: 

• architecturally anchored in the RO 

• operationally supported by external expertise 

• increasingly automated via tooling, analytics, and standardized workflows. 

In a hybrid model: 

• the RO defines architecture 

• the SI enforces coherence 

• the tool executes workflows 

• suppliers plug into predefined patterns. 

This is the model of the future. 

The Key Insight 

The question is not where the SI lives. 
The question is whether the SI lives inside the architecture. 

If the architecture is strong, any SI model works. 
If the architecture is weak, none of them do.  
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5.2 Supplier Alignment Under a Unified Architecture 

“Suppliers don’t align because they are managed. 
 They align because the architecture leaves them no alternative.” 

 
Figure 19 - Suppliers align at the boundary, not internally. 

A supplier ecosystem is like a jazz club at midnight: each musician is talented, each instrument is 
excellent, but without structure, everyone plays a different song. 

Traditional supplier alignment attempts fail because they try to change suppliers internally. 

This is impossible. Suppliers will always preserve their internal operating models because: 

• that’s where their tooling is 

• that’s where their training is 

• that’s what their capability is built on 

• that’s what their margins depend on. 

So how do you align them? 

You standardize their behavior at the boundary: 

• workflows 

• interfaces 

• agreements 

• responsibilities 

• classifications 

• experience measurement 

• data transparency. 

The SI enforces this behavioral grammar. 
The RO defines it. 

Suppliers do whatever they want internally — but at the interface, they speak USM. 

The ecosystem becomes predictable not because suppliers conform, 
but because interfaces conform. 

This is architectural alignment. 
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5.3 Integrating the SI into RO Governance 

“The SI is not subordinate to the RO. 
 It is the RO’s operational counterpart — the other half of sovereignty.” 

 
Figure 20 - Two actors, one system 

In traditional models (SIAM, ITIL-era SMOs), the SI is treated as a subordinate layer: 

• accountable to the RO 

• seen as an operational helper 

• boxed into a coordinator role. 

This creates dependency, not coherence. 

The USM model treats the SI as: 

• the operator of the architecture 

• the executor of flows 

• the integrator of suppliers 

• the guardian of interfaces 

• the early-warning system for architectural defects. 

This relationship is bidirectional and structural: 

• The RO defines architecture → The SI enforces it. 

• The SI detects structural faults → The RO corrects them. 

• The RO sets governance rhythm → The SI keeps the beat. 

• The SI drives improvement → The RO embeds it in architecture. 

This is a dual-system model, not a hierarchy. 

The SI is not a project. 
It is not a team. 
It is not an outsourced “integration service.” 

The SI is a system actor — a structural element of the organization. 
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5.4 The Future of Integration: Architectural Intelligence 

“Tomorrow’s ecosystems will be too fast for human coordination. 
 Only architecture will keep them coherent.” 

 
Figure 21 - Integration becomes architectural intelligence 

We now look ahead — beyond today’s SI, beyond today’s supplier landscapes, into the next 
decade of service ecosystems. 

Three forces will redefine integration: 

1. Radical Supplier Fluidity 

Suppliers will be replaced more frequently. 
Switching will be normal. 
Integrators will need to onboard new suppliers in days, not months. 

Only a strong architecture/SI combination can enable this. 

2. AI-Augmented Operations 

AI will increasingly: 

• classify incidents 

• route workflows 

• detect anomalies 

• predict risk 

• evaluate impact 

• recommend improvements. 

The SI will shift from “operator” to supervisor of architectural intelligence. 

Automation will execute the logic – but only if the system is based on logic. 
The SI will guard the logic. 
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3. Business Value as the System Boundary 

Business Value agreements will replace traditional ITIL-based SLAs as the primary governance 
instrument. 
Customers will define the outer boundary of the architecture required to contribute to their 
Business Value. 
The SI will translate those boundary conditions into workflow, agreements, and interface design. 

Business Value will not be a metric. It will be the architecture’s north star. 

The Architecture Becomes the Product 

Organizations are realizing that their competitive advantage is not speed, not cost, not innovation 
— but the ability to evolve without breaking. 

And only architecture makes this possible. 

In this world: 

• The RO becomes the guardian of sovereignty. 

• The SI becomes the guardian of coherence. 

• Suppliers become interchangeable components. 

• Tools become interface engines. 

• Business Value becomes the governance lens. 

• Architecture becomes the strategic asset. 

The future belongs to organizations that treat integration not as overhead, but as infrastructure. 

Those that do will operate ecosystems that feel effortless — 
because their structure is doing the work.  
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EPILOGUE — The Operator of Tomorrow’s World 

“Every ecosystem needs a heartbeat.  
 The SI is the one that learns how to keep it steady.” 

We have reached the end of this book, but not the end of the story—not even close. 
Because integration is not a chapter. It is the quiet force shaping the next decade of 
organizational design. 

In a world where complexity grows like ivy—silently, relentlessly, everywhere—the organizations 
that thrive will not be the ones with the biggest tools, the largest suppliers, or the most elaborate 
governance structures. 

They will be the ones with architecture, and with the discipline to operate that architecture every 
day. 

The Retained Organization gives the ecosystem its spine. 
The Service Integrator gives it its movement. 

Together, they create the only type of organization capable of surviving — and even benefiting 
from — the unpredictable turbulence of interconnected systems. 

You, the reader, whether CIO, architect, integrator, consultant, or reluctant inheritor of a multi-
supplier jungle, now occupy a privileged vantage point. 
You see what most organizations still overlook: 

• That suppliers cannot self-integrate. 

• That tools cannot impose coherence. 

• That contracts cannot prevent drift. 

• That coordination cannot scale. 

• That experience cannot be faked. 

• And that ecosystems do not behave — unless they are designed to behave. 

Integration is the expression of architecture. 
Architecture is the language of governance. 
Governance is the compass of value. 

You now carry that compass. 

If you adopt USM, if you embrace the dual system of RO + SI, if you commit to the discipline of 
interfaces and the logic of the 1-5-8 formula, the ecosystem will begin to behave — not perfectly, 
not magically, but predictably. 

And predictability is the source of all strategic potential. 

The suppliers will change, the tools will evolve, the organizational chart will shift like dunes in the 
wind. 
But the architecture — your architecture — will outlast them. 
And the SI will remain the operator that keeps the system coherent long after its individual parts 
have changed. 

Tomorrow’s world will belong to those who can hold the system while everything in it moves. 

You are now one of them. 

Turn back to the architecture whenever you forget. 
Return to the flows whenever you drift. 
And trust that the system will reward those who design it well, and operate it with discipline, 
clarity, and purpose. 
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This is not the end. 

This is the point where the system begins to breathe. 

 

 

 
RO and SI as a team, helping you get from chaos to order, in a complex world 
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The future of service integration won’t be built on more coordination or 
more practices. 

 
It will be built on architecture. 

 
USM turns the lessons of ITIL, SIAM, and many other frameworks into a 
unified management system — simple, logical, and scalable. 

 
Learn to manage the system, not its symptoms.  

 
Curious about how the USM method can help you set up an effective 
strategy for service integration in the context of service management, 
inspired by practices from ITIL and SIAM, but based on architecture and 
Systems Thinking? 

 

 Read the USM Wiki, the USM Portal, the USM Book 

 

 Take a USM Foundation Course and the USM Professional Track 

 

 Join the USM Community 

 

 

You don’t fix chaos with coordination. You fix it with structure. 

http://www.survuz.org/

