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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:

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

e 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:
e The RO book explains how to govern the system.
e The Sl 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 Sl 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 — You Outsourced the Work.
Now Who Owns the System?

The Retained Organization: Reclaiming the System in a World of Dependencies

There’s a moment in every career where the ground shifts beneath your feet.
That day comes when you realize that outsourcing—this grand promise of relief, efficiency, and
transformation—quietly turns organizations into passengers in their own digital ecosystem.

Not intentionally. Not maliciously. Simply structurally.

That day comes when you've spent years working with executives who were trying to steer
organizations that no longer responded to the wheel. They had dashboards, performance reports,
service reviews, contracts the size of city phone books, and suppliers who could recite SLA tables by
heart. Yet the system behaved like a creature with a mind of its own. A small change here sparked a
fire over there. A clear request dissolved into six contradictory interpretations. And when outcomes
faltered, everyone had done their job—just not the same job.

That should be the moment you start to understand:
organizations weren't losing control because they outsourced work.
They were losing control because they outsourced without architecture.

This book is about reclaiming that architecture.

It is the companion volume to The Service Integrator, and together they form a pair:

one explains how to integrate a multi-supplier environment, the other explains how to govern it—how
to design the system itself. If The Service Integrator is about the choreography, The Retained
Organization is about the physics.

This book is written because too many leadership teams still believe that outsourcing is a transaction:
something you sign, something you monitor, something you escalate when it doesn’t behave. But
outsourcing is a structural decision. A systemic reconfiguration. A shift from single-actor execution to
multi-actor emergence.

And emergence does not respond to dashboards. It responds to architecture.

The Retained Organization is that architecture: the part that shapes coherence, enforces interfaces,
aligns suppliers, protects customer experience, and ensures that—despite the noise—every actor is
playing the same game by the same rules.

It is not a “retained” organization. It is not a PMO. It is not a team that politely consolidates reports
prepared by others. It is the organization reclaiming its sovereignty.

You'll find no buzzwords here, no fairy-tale frameworks with 34 practices or maturity models that
promise transformation through measurement alone. What you will find is a system based on USM: a
universal management architecture that reduces the complexity of service operations to something
finally governable.

This book is not long, because it doesn't need to be. Systems, when designed well, are elegant. This
one is no exception.

My hope is that you read this book not just as a manual, but as an invitation — a chance to reshape the
way your organization thinks about collaboration, outsourcing, integration, and control. A chance to
replace firefighting with foresight, escalation with alignment, and chaos with architecture.

Because in a world defined by dependencies,
the organization that owns its architecture owns its future.

Jan van Bon, SURVUZ Foundation, January 2026
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“The Night Everything Looked Green”

It happened at 02:17 on a Thursday.

The CIO of a mid-sized financial services company was woken by her phone vibrating like a wasp
trapped in a jar.

Five missed calls.

Two urgent messages.

And a terse note from the COO: “Trading halted. Systems unstable. Get online.”

She scrambled out of bed, feet hitting the cold floor as she tapped into the incident bridge. Forty
people were already on the call — service desk analysts, cloud specialists, three security consultants,
an offshore change manager, someone from a vendor she'd never even met, and two architects who
sounded like they were reading from different Bibles.

Everyone was talking. No one was agreeing.

Yet every dashboard, every SLA, every contract metric showed green.
Perfectly, gloriously green.

Something was very wrong.

They dug for hours — trawling logs, interrogating suppliers, escalating through contract layers thick
enough to be mistaken for geological strata. It wasn't until sunrise that the uncomfortable truth
surfaced.

The outage wasn’t anyone’s fault.
It was everyone's architecture.

Each supplier had delivered exactly what was contractually required — but none had delivered the
service.

The customer system — the logic that should have bound all actors into one coherent whole — was
missing.

Outsourced, evaporated, lost in the fog of “best practices” and “market-leading solutions.”

The CIO stared at the screen, exhausted.
They had outsourced the work.
They had outsourced the tools.

They had outsourced the expertise.

But they had also, without noticing, outsourced the system — the architecture that should never leave
the building.

And at that moment, she understood the real cost of outsourcing without a Retained Organization:
When nobody owns the architecture, nobody owns the outcomes.
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MANAGEMENT SUMMARY — THE RETAINED
ORGANIZATON (USM EDITION)

Outsourcing was never the problem. Losing the system was.

Over the past decade, organizations have outsourced more work, more services, and more
responsibility to external suppliers than ever before. The promise was simplicity: fewer headaches,
lower cost, increased speed.

The reality has been the opposite. Supplier landscapes grew. Architectures fragmented. Governance
ballooned. Service delivery became a negotiation instead of a capability.

The underlying issue is structural: Organizations outsource execution, but often fail to retain the
architecture needed to make those outsourced parts behave as one system.

This book introduces the Retained Organization (RO): a USM-based architectural construct that
defines, owns, and protects the service management system on behalf of the customer. The RO is not
a layer of bureaucracy. It is the sovereign system that maintains coherence in a multi-supplier world.

Where the Service Integrator (from the companion book) manages the coherence between actors, the
Retained Organization ensures that all actors operate within one architecture, one vocabulary, one
management model, and one set of systemic rules — regardless of how many suppliers, clouds,
frameworks, or practices are involved.

The RO'’s function is captured through its TAR logic:

e Tasks — Designing and maintaining the Service Management Architecture (SMA), governing
interfaces, ensuring transparency, and upholding the Service Agreement(s).

e Authorities — Architectural, contractual, policy, and decision-making mandates that make
governance possible.

e Responsibilities — Ensuring coherence, compliance, experience quality, and systemic evolution
across the entire ecosystem.

The RO can take two forms:
e the RO as Integrator (high capability), or
e the RO governing an Assigned Integrator (low/mid capability).

In both models, the RO remains the custodian of architecture.

The business value of a functional RO is direct and measurable:
e |ower coordination overhead

e increased transparency

e reduced supplier friction

fewer escalations

faster change throughput

coherent user experience

sustainable sourcing agreements

e strategic agility with control.

The cost of an absent or weak RO is equally clear: oversized retained organizations, conflicting
processes, supplier-driven architectures, and endless governance meetings that fix symptoms instead
of systems.

This book provides the blueprint.

It defines the structure, logic, design principles, and operational model of the Retained Organization as
the foundation for coherent service delivery in an outsourced world.

If The Service Integrator explains how to make the ecosystem work, the Retained Organization
explains who owns the system — and why nothing works without them.
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INTRODUCTION

Why organizations lose control — and how they can take it back.

If the Preface revealed the moment the ground shifted, this Introduction is about understanding the
landscape beneath that shift. Because the problem facing modern organizations is bigger than
outsourcing, bigger than governance models, and certainly bigger than any single supplier contract.

The problem is this: most organizations run service ecosystems without an architecture.

They operate in a world where suppliers, platforms, cloud services, and internal teams weave together
into something resembling a living organism — complex, reactive, unpredictable. Yet leadership still
attempts to steer this organism with tools designed for a simpler era: oversight committees,
escalations, performance dashboards, contract reviews, and heroic individuals trying to glue the whole
thing together through force of will.

It isn’t that these leaders lack intelligence or commitment.
It's that they are trying to manage emergence with mechanisms designed for control.

Emergence does not yield to control. It yields to structure.

This is where the Retained Organization enters the story.

e The RO is not a department.

e It's not a governance board.

e It's not a retained organization with a thicker binder or a louder voice.

The RO is the architectural function of the organization—the part that defines how collaboration works,
how responsibilities cascade, how interfaces govern behavior, and how coherence emerges across
suppliers, integrators, and internal teams.

Without an RO, every ecosystem behaves according to the strongest gravitational pull in the room —
usually a dominant supplier, a dominant tool, or a dominant crisis.

With an RO, the organization regains the ability to steer the system as a whole.

WHY THIS MATTERS NOW

In the past decade, the number of suppliers in a typical enterprise has doubled.

The number of SaaS platforms has tripled.

The number of local workarounds, shadow processes, inconsistent definitions, and parallel
dashboards has grown silently in the background.

The ecosystem is expanding. But organizational structures haven't kept pace.

Every year, executives are handed a more interconnected world — and the expectation to control it. Yet
their governance frameworks were never designed for ecosystems. Their contracts weren't built to
support multi-actor collaboration. And their organizational charts — neatly hierarchical — do not
resemble the tangled network of actors that now delivers customer value.

This book exists to solve that mismatch. Not by adding more roles, more processes, more manuals, or
more bureaucracy. But by introducing a service management architecture simple enough to govern
and strong enough to scale.

WHAT THIS BOOK WILL (AND WILL NOT) DO

This book will not teach you:

¢ How to write a better SLA.

e How to add layers of governance.

¢ How to negotiate a slightly stronger penalty clause.

e Or how to create oversight dashboards that read “green” while everything burns.
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It will teach you:

¢ How to design an ecosystem that behaves coherently.

e How to ensure suppliers integrate by design rather than by hope.

e How to enforce one universal operating logic across all actors.

e How to retain architectural sovereignty even when outsourcing 90% of execution.

e And how to build a retained organization that enables — not inhibits — change, experience, and
strategy.

This is a book about taking back ownership of the system. Not by doing more work. But by defining
the work that matters.

THE JOURNEY AHEAD
Section 1 begins with the thing most sourcing models ignore: the system itself.

We start by mapping the ecosystem — how actors behave, how dependencies form, and why
fragmentation is the natural consequence of outsourcing without architecture. We explore why
oversight fails, why coordination collapses, and why organizations drift into chaos even as everyone
executes their part correctly.

From there, we introduce the architecture that holds the ecosystem together: USM'’s 1-5-8 logic, the
assignment model, the interfaces, the workflows, the agreements, and the roles that no ecosystem
can operate without.

By the end of Section 1, you'll see what few organizations ever articulate: that without an RO, there
simply is no system — only participants.

And from that point forward, the rest of the book is the blueprint for reclaiming control.

IF YOU ARE A CIO, CEO, IT MANAGER, OR SENIOR CONSULTANT
Then this book is for you.

You are the custodians of the ecosystem — not its victims.

You are the ones who must ensure that outsourcing serves the organization, not the other way around.
You are the ones who must build the architecture that outlasts suppliers, platforms, reorganizations,
and trends.

The Retained Organization gives you the structure to do exactly that.
With that, we begin.

Turn the page.
Section 1 awaits.
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1. THE SYSTEMIC CONTEXT

Why modern organizations must retain architecture, not bureaucracy.

The more pieces of the puzzle we outsource to other parties, the more connections we create. With 2
suppliers we create a triangle of 3 relationships, with 3 suppliers we create a network of 6
relationships, with 4 suppliers we create 10 relationships. With 10 suppliers we have 55.... The
complexity grows quadratically.

Figure 1 - Organizations don't outsource work. They outsource into complexity.

1.1 The Outsourcing Paradox — How Fragmentation Creates Dependency

We like to believe outsourcing simplifies life. One signature, one transition, one invoice. “They run it,
we just consume it.” The perfect fairy tale for executives under pressure to cut cost and increase
speed.

But the moment services leave the building, something else happens — quietly, gradually, like rust on
the hull.

The organization fragments.

Every supplier brings its own vocabulary, processes, tools, assumptions, and incentives.
Every new contract creates another point of dependency.
Every “best practice” introduces another interpretation of what “good” looks like.

We imagine our ecosystem as a clean orchestration of specialized partners. But if you zoom out, it
often looks more like a patchwork of micro-economies, each optimizing itself, not the whole.

This is the outsourcing paradox.
We outsource to simplify, but fragmentation makes us more dependent, not less.

As described in The Service Integrator, modern organizations don't just operate services — they inhabit
a world that is simultaneously:

e Fragmented (every actor has different rules)

e Connected (every actor must cooperate)

e Dependent (every outcome relies on multiple hands).

And dependency demands integration.
Integration demands coherence.
Coherence demands architecture.

If nobody owns that architecture — the logic that ties all actors together — you end up in the most
dangerous sourcing position of all:

Everyone is doing their job, but nobody is delivering the service.
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The Outsourcing Paradox

Fragmented ecosystem | Connected but inconsistent High dependency requires integration

Figure 2 - Fragmentation creates dependency — and dependency demands integration for coherence

1.2 What Retention Really Means — Architecture, Not Oversight

Most organizations misunderstand “retention.”
They imagine a small department checking contracts, chasing KPIs, running vendor meetings, and
escalating incidents when tempers rise. A kind of administrative sheriff with endless spreadsheets.

But that is oversight, not retention.
And oversight cannot save a fragmented ecosystem.

Retention means one thing: the customer retains the system.

Not the people. Not the tools. Not the documentation. The system. The logic. The architecture that
defines how all actors must collaborate to deliver a single, coherent service outcome.

Oversight Department Architecture Owner (RO)

| 70versig7h7t - ! | E.I ' @

ARCHITECTURE POLICY

’%E”&

Figure 3 - Oversight monitors. Retention governs the system
Retention is not bureaucracy layered on top of outsourcing.
It is the architectural spine that prevents the ecosystem from collapsing under its own complexity.

When the customer loses architectural ownership, the suppliers fill the vacuum — each in their own
way. Not maliciously, but inevitably. Suppliers deliver what they believe the service should be, framed
by their internal practices, tooling, and scaling pressures.

Without retention, the customer becomes a passive observer of their own outsourcing strategy.
Retention restores sovereignty.

Page 11 of 45



The Retained Organization— A companion guide to The Service Integrator

1.3 The Retained Organization Defined

In the USM architecture, a Retained Organization (RO) is defined as:

Retained Organization: A service system that retains ownership of the management
architecture and ensures coherent cooperation between all actors in its ecosystem.

This definition matters, because it reframes the RO from a department into a system.
A system with:

e aservice it provides

e customers it serves

e interfaces it governs

e processes it follows

e tasks it executes

e authorities it holds

e responsibilities it carries

e and outcomes it must guarantee.

The recursive nature of USM means:

Every actor — the RO, the integrator, every supplier — is a service system.

The RO sits at the center of four key neighbors acting as the architectural anchor between provider
strategy, integrator, suppliers, and customers.

Four?Ngghbor Ecosystenm;del

Provider Strategy

Customers \ . ’ Integrator

B

Figure 4 - In USM, every actor is a system. Cooperation requires shared physics.
They all follow the same architectural rules.

They all operate the same five processes, eight workflows, in a system of systems with three domains:
customer-provider-supplier.
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Recursivé _USM Act:r Model

RO

28 Agree @ Change ® Operate ' Recover UI Improve 5 processes

| \ﬁ B \6i O L& WE 8 workflow patterns

5 processes
8 workflow patterns

Supplier

EBS5EO0M8FEL R 8 workflow patterns

Figure 5 - All systems follow the same USM logic - roles differ, physics doesn't

They differ not in how they work, but in what they are responsible for.

This is where most sourcing frameworks fall apart: they define tasks and roles, but not the system
logic that makes cooperation possible. The RO is the custodian of that logic.

The RO is not a governance add-on, or a legacy IT function, or a project management office recast as
“Retained Organization.”
It is the architectural owner of a multi-actor service ecosystem.

1.4 Context Variants — Two Models of Retention

There are two legitimate ways to implement retention, and organizations often blur them
unintentionally — with painful results.

Two Models of Retention

Model 1 — RO Is the Integrator Model 2— RO Assigns the Integrator

RO RO

‘ ” Architecture

Architecturé +Integration SI |

Integration

CRONCORNONC INC)

Supplier Supplier Supplier Supplier Supplier Supplier

Figure 6 - Tow governance options: the RO integrates the ecosystem itself, or the RO assigns an
integrator to execute integration
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Model 1 — The RO Is the Integrator

This is the high-capability model.
The organization directly monitors coherence, manages interfaces, defines integration policies, and
ensures that all suppliers play by a single, shared management system.

This requires:

e architectural literacy

e stable processes

e clear agreements

e strong internal competencies

e adisciplined approach to workflows.

Few organizations are ready for this model, though many believe they are.
The most common failure:

Assuming integration is occurring simply because meetings are being held.

Model 2 — The RO Assigns the Integrator

Here, integration is delegated — typically to an internal team or an external SIAM-style party.
But delegation does not mean abdication.

Even in this model, the RO remains the owner of:

e the architecture

e theintegration rules

e the system interfaces

e the Service Agreement

e the TAR logic that defines who does what, and how

e the governance model that binds all actors.

This model is appropriate when internal capability is low or when the supplier landscape is too diverse
for the organization to manage directly.

The trap:

If the RO lacks architectural authority, an external integrator becomes a de facto
architect — shaping your ecosystem according to their logic, not yours.

1.5 The Architectural Law — One Management System for All Actors
Every ecosystem obeys a fundamental law:

You cannot cooperate coherently if every actor uses a different management
system with different interfaces.

In a multi-supplier environment, fragmentation of methods, vocabularies, workflows, or processes
creates friction that no SLA can cure.

The USM method states:

e one logic: a system-of-systems

e one service definition

e five processes

e eight workflow patterns

e three domains: customer-provider-supplier.

This is then applied recursively to every actor.
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The Unified Service Management (USM) 1-5-8 Formula

1 = SERVICE DEFINITION All services have

oyl . ) the same structure
"A Service is a Supported Facility, composed of Goods and Actions."

5 processes, in an

model

8 Agree $#} Change @y Operate | @ Recover @ Improve S ER ccess

= | & - ——_— e 8 workflow patterns
‘i E Zi|@ (_D‘G ‘Q|EF‘I]II [5J| for all practices

Each actor is a

-] system, composed
] of 3 essential
components:

people, process,
m tEChnOlogy and technology

Figure 7 - The USM 1-5-8 Formula: 1 service definition, 5 processes, 8 workflow patterns, based on a
system of 3 essential components

This is not dogma; it's physics.

If suppliers operate with different definitions of services, incidents, or agreements...
If dashboards measure different units...

If workflows follow different sequences...

If reporting structures don't align...

Then no amount of coordination, tooling, or governance committees will overcome the structural
mismatch.

The RO enforces the architectural law:

Different actors, same system.
Different responsibilities, same operating logic.

This is how a fragmented ecosystem begins to behave like a single, coherent service.

This is the moment the provider regains control — not through power, but through architecture.
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2. THE TAR LOGIC OF THE RETAINED ORGANIZATION

The operating license of the RO.

TAR is where the Retained Organization stops being an abstract architectural idea and becomes a
functioning system.

Tasks — Authorities — Responsibilities. The trinity of control.

e A Retained Organization that has only tasks is an administrator.

¢ A Retained Organization with tasks + authority but no responsibility is a dictator.

e A Retained Organization with responsibilities but no authority is a martyr.

TAR is the minimum viable logic for sovereignty.
It defines what the RO does, what it is allowed to do, and what it is accountable for.
Miss any component, and your RO collapses in slow motion.

2.1 TASKS — What the Retained Organization Actually Does

The RO Control Tower (Tasks)

_Integration
oov.__

—

Integration
Gov.

‘:\Supplier

Systemic improvement

Figure 8 - Tasks = The work only the RO can do

The RO is not a helpdesk, not a PMO, not vendor management with a new logo.
Its tasks are purely architectural — the kind you cannot outsource because outsourcing them destroys
the very governance you're trying to create.

These tasks include:

1. Defining and maintaining the Service Management Architecture (SMA)

The SMA is the backbone of the ecosystem. Without it, suppliers improvise.
With it, they cooperate.

The RO builds and evolves:

e the service definitions

e theinterfaces

e the standard workflows

e the reporting structures
e the operating vocabulary.

If the SMA is the constitution, the RO is the constitutional court.
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2. Retaining ownership of the management system

Every supplier will try, with the best intentions, to drag you into their system — their processes, their
portal, their templates, their metrics.

The RO resists this gravitational pull.

It enforces the USM principle:

One management system. Multiple actors. Same rules.

3. Governing the assignment and performance of the Integrator
Whether the Integrator is internal or external, its mandate emerges from the RO.

The RO decides:

e who integrates

e how they integrate

e with which rules

e under which constraints

e using which system logic

¢ and when the integrator is replaced.

This is not operational oversight.
It is structural governance.

4. Managing the Service Agreement

Agreements define boundaries.
The RO defines the system that makes those boundaries meaningful.

A good Service Agreement is not a shopping list of KPIs.
It is a structural specification:

e What the service is.

e How value is defined.

e How experience is measured.

e  Which architectural principles bind all actors.

The RO writes these agreements as system designers, not procurement officers.

5. Ensuring transparency and coherence across all actors
The RO ensures “one version of the truth” by designing the flows, not the tools.

This means:

unified service classification
unified measurement vocabulary
unified reporting logic

unified escalation paths.

Transparency isn’t a dashboard — it's an architecture.

2.2 AUTHORITIES — The Mandates Required to Govern the System

Tasks without authority are a trap.
You give the RO work, but no power.
This is the root cause behind almost every failing retained organization:

Plenty of tasks, zero mandate.

The RO must hold four distinct authorities:
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The RO Authority Shield

Architectural Contractual
Authority Authority

=]
N ed

Policy Decision-
Authority Making
e
+
-"

¢

Figure 9 - Authority = The right to govern the system

1. Architectural Authority
The right to define how we manage.

This includes:

e the USM-based management system
e definitions and vocabulary

e interface rules between system actors
e shared workflows

e integration patterns.

Without architectural authority, every supplier will introduce variations — turning your ecosystem into a
linguistic warzone.

2. Contractual Authority
The RO must own the Service Agreement, not the Procurement team.
Why? Because agreements are not about money — they are about interfaces.

Interfaces must be architecturally defined:
e role boundaries

e process integration rules

e data-sharing requirements

e change governance

e escalation structures.

When Procurement writes the agreement alone, the architecture dies in the margin notes.

3. Policy Authority
Policies define the ecosystem’s physics.

The RO enforces:

e integration policies

e compliance rules

e risk controls

e data transparency standards

e behavioral expectations toward collaboration.

These policies are not moral guidelines — they are operational physics that keep the ecosystem
coherent.
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4. Decision-Making Authority

The RO must decide:

e Which actors operate within the ecosystem.
e How roles are assigned.

e Who integrates.

e Whether workflows or agreements evolve.

e  Which risks trigger escalation.

e How to correct coherence failures.

If the RO cannot decide, it cannot govern.

2.3 RESPONSIBILITIES — The Outcomes the RO Must Guarantee

Responsibilities Map (E2E Coherence Model)

Coherence | | Compliance @ Transparency |Experience | Learning

Service Journey

Figure 10 - Responsibility = What the RO is accountable for; protecting the outcomes, coherence,
compliance, transparency, experience, and learning

Responsibilities define why the RO exists.
These are not aspirational principles — they are measurable outcomes.

The RO is responsible for:

1. The coherence of outcomes across the ecosystem

A service is a whole.
Even if the work is distributed, the outcome cannot be fragmented.

The RO ensures that:

e suppliers cooperate

e interfaces click

e processes align

e information flows reliably

e dependencies are managed.

If coherence breaks, the RO must fix it — not as a firefighter, but as a system architect.

2. Compliance with governance and legal frameworks
Accountability cannot be outsourced.

The RO ensures the ecosystem obeys:
e legal mandates

internal governance rules

data & security requirements
regulatory expectations.

Suppliers execute. The RO owns compliance.
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3. Transparency and reliable reporting

Every executive has lived the nightmare:
ten dashboards, twelve metrics, fifteen interpretations.

The RO’s responsibility is to generate clarity, not noise.
One model.

One vocabulary.

One truth.

Transparency is not a tool — it is the absence of systemic friction.

4. Experience Assurance (XLA)

Experience is not a “nice to have.”
It is the only measure users actually care about.

The RO is responsible for ensuring that the service experience matches:
e organizational expectations

e user expectations

e strategic goals.

This ties the RO to the business, not just IT.

5. Systemic learning and evolution

The ecosystem must evolve as a whole.
The RO ensures that structural learning occurs at ecosystem level, not within isolated silos.

The RO governs:

e continuous improvement

e architectural refinement

e capability growth

e evolution of agreements, workflows, and collaboration patterns.

Without systemic learning, the organization merely patches symptoms.

2.4 How TAR Prevents Fragmentation and Chaos

Most outsourcing failures are not operational — they are architectural.
They happen quietly, invisibly, until the moment the ecosystem collapses under the weight of its own
inconsistency.

A weak or undefined RO leads to:
e authority drift

e unclear ownership

e duplicative governance

e contract interference

e provider-driven architecture
e incoherent reporting

e blame loops

e silo-based optimization

e growing RO headcount

¢ shrinking strategic control

e fragmented user experience.

TAR eliminates these conditions by creating a minimum viable architecture for governance.
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Before & After: Governance Without vs. With TAR

BEFORE TAR AFTER TAR

chaos & blame clean lanes & clarity

Figure 11 - TAR turns outsourcing into a system;, eliminating architectural friction

Think of TAR as the “physics layer” of your outsourcing model:
e Tasks define motion.

e Authorities define force.

e Responsibilities define outcome.

Together, they create a self-consistent system in which every actor knows:
e Whatto do.

e What it can decide.

e What outcome it must protect.

TAR is not a checklist — it is the operating license for a coherent ecosystem.

Without TAR, you don’t have governance.
You have organized hope.

Page 21 of 45



The Retained Organization— A companion guide to The Service Integrator

3. BUILDING & OPERATING THE RETAINED ORGANIZATION

From abstract architecture to a functioning system.

Most organizations create a “retained organization” by renaming a few managers and assigning them
an inbox full of escalations.
Then they wonder why nothing changes.

A Retained Organization is not a department. It is an architectural system with a job to do: to ensure a
fragmented supplier landscape behaves as one service.

The RO must therefore be designed — deliberately, systematically, like any other service system — and
operated with discipline.

What follows is the blueprint.

3.1 Designing the Retained Management System (RMS)

The RO and its Retained Management System (RMS)

RO: Architecture Owner

{

i | Service Management | ( T e M e
Governance ‘ i Architecture (SMA) ‘ Rules binding all actors

| to one management model

Calendar

Actors in the system

System interfaces
Service definitions

Management processes & workflows
(USM 1-5-8)

Integration policies

RO’s TAR logic

Figure 12 - Architecture first: RMS as the structural core of the RO

The RO does not start with org charts or role descriptions.
It starts with the Retained Management System (RMS) — the architecture that governs the ecosystem.

An RMS includes:

e the Service Management Architecture (SMA)
e the actors in the system

e the system interfaces

e the service definitions

e the management processes and workflows
e the integration policies

e the RO’s TAR logic.

These are steered by the governance calendar and the rules that bind all actors to one management
model.

This is your “constitution.” Every decision, every escalation, every supplier contract, every system
integration must trace back to it.
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The RMS Must Answer Five Structural Questions:
1. What is the service we deliver?
Not the components — the service as experienced.
2. Which systems (actors) participate in delivering it?
Include the RO, integrator, internal teams, suppliers.
3. How do we ensure cooperation?
Use USM's single service specification, five processes and eight workflows as the mandatory
integration language.
4. How do we measure coherence and experience?
Define the indicators at architecture level, not operational level.
5. How do we evolve the system?
Define the improvement logic: systemic, cross-supplier, continuous.

The RMS is not optional.
It is the backbone of retention — without it, the RO becomes a powerless observer of supplier-induced
complexity.

3.2 The RO as the Internal Integrator (Model 1)
In this model, the RO itself performs the integration work that can be assigned to a Service Integrator.

This requires high capability, because the RO must carry both:
e architectural governance, and
e operational integration.

When Model 1 Works

e The organization has strong process discipline.

e USM principles are known and applied consistently.

¢ Internal teams act as systems, not silos.

e Suppliers respect the architectural model.

e The supplier landscape is manageable (not too many actors).

What Model 1 Looks Like

The RO:

e manages all interfaces

e orchestrates the integration workflows (especially Agree, Change, and Improve)
e governs agreements and responsibilities

e ensures transparency of data

¢ handles escalation resolution

e governs experience outcomes

e drives ecosystem improvements

e enforces architectural policies.

The RO becomes the “nervous system” of the ecosystem.

The Risk

The RO may overextend and become a governance monster if the architecture is not clean and simple.
The lack of Separation of Duties may cause conflicts and errors.

Model 1 works only if architecture replaces coordination and suppliers are relatively mature and self-
steering.
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Mode 1: The RO as the Nervous System of the Ecosystem

manages
all interfaces

enforces orchestrates
architectural integration workflows

policies \ /

governs
T e ———> agreements &

responsibilities

governs ensures
experience outcomes transparency of data

drives
ecosystem
improvements

handles
escalation resolution

Figure 13 - Model 1: RO integrates the ecosystem

3.3 The RO Governing an Assigned Integrator (Model 2)

Here, the RO does not perform integration.
It governs it.

The RO in Model 2 Must:

e define the architecture

e define the integration policies

e define the performance expectations

e own the Service Agreements

e assign the Integrator

e monitor the Integrator’s architectural compliance.

The Integrator Must:

e run the integration workflows

e manage supplier interfaces

e ensure data consistency

e orchestrate change and recovery
e uphold trust and transparency.

define implement

architecture coherence

Figure 14 - Model 2: RO governs; Service Integrator (Sl) integrates
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The Strength of Model 2

Model 2 can benefit from a powerful control principle, Separation of Duties. When governed properly:
¢ The RO remains small and architectural.

e The Integrator absorbs operational load.

e Suppliers cooperate with clarity.

e Complexity becomes manageable.

e Governance becomes lighter, not heavier.

Model 2 is the most common — and the most misunderstood.

The Danger Zone

If the RO does not actively enforce architectural authority, the Integrator begins shaping the
ecosystem according to its own operating logic.

You effectively outsource your architecture. And once its logic embeds itself across suppliers, clawing
it back becomes nearly impossible.

3.4 The “Who Does What” Assignment Logic

Confusion thrives where boundaries are unclear.

Most failing ROs suffer from one systemic flaw:

Nobody agreed on who does what at architectural level.

Therefore, the RO must define — explicitly, unambiguously — which actor:
e owns the workflow

e executes the workflow

e governs the workflow

e verifies outcomes

e controls the data models

e escalates decisions

e measures success.

Assignment Logic Swimlane

RO

|
1
PROCESS 2{0] Supplier(s) INTERNAL

TEAMS

+ Confirm ES Input

Agree AL Own ' Coordinate

Change A <I_ Orchestrate | £} Execute [~ validate
Recover b o &8 Lead & Repair ¢ Support
Operate & Oversee Align HA Deliver & Consume

Improve Mg Govern t° Orchestrate +%, Contribute

Figure 15 - Assignment logic example: same processes, different responsibilities
Assignment Logic by USM Process

AGREE

e RO: owns service definitions & agreements
e Sl: ensures supplier alignment

e Suppliers: confirm commitments
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CHANGE

e RO: defines change governance

e Sl: coordinates cross-supplier changes

e Suppliers: implement within architecture rules

RECOVER

¢ RO: owns escalation boundaries

e Sl: coordinates multi-supplier recovery
e Suppliers: perform recovery actions

OPERATE

e RO: ensures transparency

e Sl: orchestrates operational consistency
e Suppliers: deliver the operations

IMPROVE

e RO: owns systemic improvement logic

¢ Sl: coordinates ecosystem-wide improvements
e Suppliers: contribute data and actions

Why Assignment Logic Matters

A well-defined assignment logic:

e removes finger-pointing

e reduces cycle times

e shrinks governance overhead

e clarifies authority

e increases provider accountability
e accelerates improvement.

Without it, ecosystems devolve into entropy.

3.5 Competence, Capacity, and Scaling the RO

RO Competence Pyramid

Architectural
Literacy

Responsibility Clarity

Competence & Capacity

Figure 16 - Right-sizing through architecture

A functional RO is small. A dysfunctional RO is enormous — full of coordinators, escalators, vendor
managers, and meeting survivors.
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Architecture shrinks the RO; fragmentation inflates it.

Architectural factors that determine RO size:

number of business units (more = more interfaces)

supplier landscape (few = manageable; many = heavy integration)
complexity of service portfolio

degree of decentralization in decision-making
compliance/regulatory pressure

dependency on digital activities

internal process capability

workflow automation level

clarity of role distribution (poor clarity = more RO headcount).

LN~ wWN =

The Rule of Thumb

If the RO is too big, it's not because “retainment is costly.”
It's because architecture is weak.

Competence Requirements

The RO must have:

¢ systems thinking literacy

e architectural insight

e USM process fluency

e contract comprehension

e behavioral governance skill

e and the ability to think across actors, not within silos.

Recruit for architecture, not administration.

3.6 Tooling & Automation — Embedding Architecture into Systems

Tooling Alignment Model

Architecture

¢

Processes & Workflows

.

Tooling Layer

Figure 17 - Tools support architecture — they do not define it: architecture drives tool configuration

Tools are amplifiers.
They magnify clarity — or they magnify chaos.

The RO Must Resist Tool-Driven Governance

Vendors will tell you their tool is the management system.
This is seductive — and wrong.
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The RO must ensure:

Tools follow the RMS.

Processes follow USM.

Workflows follow USM'’s architectural patterns.
Data models follow agreements.

If tools dictate the RMS, you lose architectural sovereignty.

Where Tooling Must Support the RO

At the end of the day, given the usual size and complexity of the ecosystem — no organization can do
without tooling with some basic functions.

1.

2.

3.

Workflow Engines

Workflows must follow the eight USM pattern templates.
Managed Infrastructure Registers

The RO should have a trusted database of the ecosystem’s infrastructure.
Agreement Management

Contract metadata must align with architectural interfaces.
Escalation Logic

Tools must reflect assignment logic, not ad-hoc escalation paths.
Reporting & Transparency

Dashboards must reflect USM'’s unified logic.

Experience Measurement

XLA data must align with service definitions.

When tools enforce architecture, suppliers cannot escape coherence.

When tools enforce supplier-specific logic, architecture dies silently.

3.7 The Blueprint Becomes the System

An RO is not built by accident.

It is built by architecture first, assignment second, competence third, tooling last.

Reverse the order and you get the chaos most ClOs know too well.

Design the RO like a system, and the ecosystem begins to behave like one.

“The Retained Organization is not a watchdog.
It is the architectural heart of outsourced service delivery.”
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4. MATURITY, VALUE, AND EVOLUTION

How a retained organization grows from architectural infancy to strategic power.

Every outsourced ecosystem has a maturity curve — even the ones pretending they're “best in class.”

Some organizations build their retained capability consciously and systematically.
Most stumble into it accidentally, usually after one or two spectacular supplier failures, a stalled
transformation, or a board-level crisis that exposes the truth:

An outsourcing strategy without a retained architecture is a house without a
foundation.

This part of the book shows how the Retained Organization evolves, how it creates measurable value,
and which anti-patterns derail its development.

4.1 Retention Capability — The USM Value Maturity Model Applied

USM Value Maturity Ladder
(Applied to the Retained Organization)

Business Driven Strategic partner;
proactive innovation

P Customer Driven Customer-focused;
4 co-creates value

P Service Driven Good services, unclear value

P System Driven Internal coherence emerging;
7 still inward-looking

Technology Driven Firefighting; technical outputs
dominate

Figure 18 — RO’s contribution to business value grows as architecture replaces firefighting

USM'’s Value Maturity Model describes how organizations increase their capability to deliver value
systematically. When applied to the Retained Organization, the model reveals a surprisingly
predictable path of development.

Position 1 — Ad-Hoc Retention (“We Have People, Not a System”)
e Tasks scattered across managers.

¢ No architectural authority.

e Suppliers defining the rules.

e Agreements inconsistent or incomplete.

e Meetings instead of workflows.

e Reporting by anecdote.

This is the “retained organization in name only.”
The RO exists on paper, not in practice.

Position 2 — Procedural Retention (“We Try to Coordinate Chaos”)
¢ The RO attempts to manage suppliers reactively.

e A few processes exist, but lack cohesion.

e Suppliers reluctantly cooperate.

e Data is partial or contradictory.

e Lots of KPlIs, little insight.

Common symptom: Governance expands while control shrinks.
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Position 3 — Structural Retention (“Architecture Begins to Replace People Work”)
e The RO adopts USM'’s 1-5-8 logic.

Workflows are standardized.

Interfaces become explicit.

Agreements align with architecture.

Suppliers start to “fit” instead of improvise.

This is the turning point where the RO stops drowning in coordination.

Position 4 — Systemic Retention (“The Ecosystem Behaves as One”)
¢ The RO governs the architecture consistently.

Integrator performance becomes predictable.

Transparency is structural, not situational.

Experience outcomes improve measurably.

Complexity decreases, even if suppliers increase.

At this stage, outsourcing becomes an operational amplifier, not a liability.

Position 5 — Strategic Retention (“Retention as a Competitive Capability”)
e The RO is a strategic actor, not an operational one.

Architectural decisions drive sourcing strategy.

Innovation accelerates because coherence is guaranteed.

Suppliers compete on quality, not interpretation.

Leadership sees the RO as essential intellectual infrastructure.

This is rare — because most organizations never develop architectural literacy.

But for those that do, the RO becomes a source of strategic advantage, not a sunk cost.

4.2 The Value Contribution of a Mature RO

A functional RO transforms
the ecosystem across six

measurable value domains.

Structural Value

Making the Ecosystem Behave
as One

s || Produces
Societal Value \ Measurable Informational Value

Reducing Waste and Dependency Value Transparent, Reliable, Comparable
Friction S & Data

Consistent Outcomes for
Users and Customers

Control Without
Micromanaging

Strategic Value l " Experience Value
|

Figure 19 - The value of RO is measurable and structural.

Value is not abstract. A functional RO produces outcomes that can be measured, audited, and
defended in the boardroom.
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Here's how.

1. Structural Value — Making the Ecosystem Behave as One

Without the RO'’s architecture, suppliers behave like loosely related tribes.
With it, they operate as a system.

Structural value includes:

e unified workflows

e predictable integration

o fewer interface defects

e reduced dependency friction

e cleaner documentation

e consistent definitions & data models.

It is the foundation for everything that follows.

2. Organizational Value — Reducing Complexity and Overhead

A mature RO shrinks, not grows.
Why? Because architecture reduces redundancy and eliminates work.

Organizations report:

o fewer governance meetings

o fewer escalations

e reduced coordination costs

o fewer “interpretation battles” with suppliers
e sharper responsibility boundaries

e reduced RO headcount.

An architectural RO produces clarity, which replaces labor.

3. Informational Value — Transparent, Reliable, Comparable Data

Most service ecosystems produce metrics the way medieval doctors produced diagnoses: with
conviction but little correlation.

A mature RO enforces:

e one vocabulary

one data model

one measurement architecture
one reporting logic.

This reduces decision blindness and enables strategic oversight.

Executives start trusting dashboards again — because the system behind them is coherent.

4. Experience Value — Consistent Outcomes for Users and Customers
Experience (XLA) is the metric that reveals whether everything else is working.

A mature RO protects:

e customer journey coherence

e expectation alignment

e emotional and functional satisfaction
e systemic responsiveness

e user trust.

Experience is the ecosystem'’s “truth serum.”
When experience improves, architecture is working.
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5. Strategic Value — Control Without Micromanaging
Perhaps the most surprising value of a mature RO is strategic freedom.

Executives can:

e switch suppliers without losing the system

e scale services without increasing chaos

e innovate without destabilizing operations

e renegotiate contracts from a position of strength
e maintain compliance while accelerating change.

The RO becomes a strategic stabilizer in a turbulent digital environment.

6. Societal Value — Reducing Waste and Dependency Friction

In public-sector ecosystems, the RO reduces:
e interagency friction

e duplicated processes

¢ siloed tools

e vendor lock-in

e budget overruns

¢ political blame cycles.

Better architecture = less wasted public money.
It's both a management argument and a moral one.

4.3 Key Risks, Anti-Patterns, and Failure Modes

Anrtrir—Pattern Grid

ANTI-PATTERN ARCHITECTURAL CORRECTION
Overgrown Coordinator - Simplify + enforce interfaces
Supplier-driven architecture Reclaim architectural authority
Tool-driven governance »  Architecture-first tooling

Illusion of integration > Assign integrator

Contract-first mistakes > Rewrite agreements + USM workflows

Distributed ownership Define interfaces before SLAs

Figure 20 - Recognizing failure is the first step to coherence

Organizations rarely set out to sabotage their outsourcing strategy — but poor architectural choices do
exactly that.

Here are the most common failure modes.

1. The Overgrown Coordinator (“We Keep Adding People to Fix Principles”)

Symptoms:

e escalating governance layers

role proliferation

constant meetings

e asense of “perpetual coordination”.

Root cause:
Architecture missing. People filling the void.
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2. The Supplier-Driven Architecture (“The Tail Wags the Dog”)

Symptoms:

e suppliers impose their tooling

e processes drift

e responsibilities become ambiguous
e experience varies wildly

e governance becomes reactive.

Root cause:
Loss of architectural authority.

3. Tool-Driven Governance (“The Tool Became the Management System”)

Symptoms:

e workflows defined by tooling constraints

e architecture compromised to fit vendor templates
e reporting locked inside proprietary structures

e compliance friction.

Root cause:
Confusing tooling with management logic.

4. The lllusion of Integration (“We Have Meetings, Therefore We're Integrated”)

Symptoms:

o weekly or daily “alignment” meetings
e no shared principles

e unclear escalation paths

e duplicate reporting

e politeness masking dysfunction.

Root cause:
No integrator, no architecture, no TAR.

5. Contract-First Mistakes (“Procurement Runs the Ecosystem”)

Symptoms:

e RFPs filled with technical requirements

e no architectural criteria

e conflicting contracts

e suppliers unable to collaborate structurally.

Root cause:
Interfaces defined by lawyers instead of architects.

6. Distributed Ownership (“Everyone Owns Something, Nobody Owns the System”)

Symptoms:

e scattered responsibilities

turf disputes

inconsistent decisions
finger-pointing when incidents occur.

Root cause:
Absence of an architecturally empowered RO.
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4.4 Evolution Paths — From Chaos to Architecture

Evolution Path (Chaos — Strategy)

Strategic
overeignty

Systemic
Improvement
Ecosystem
Alignment

Architecture
Introduced

Coordination

Chaos

Figure 21 - Transformation is architectural, not organizational

Not every organization starts from the same place.
But all successful journeys follow the same structural progression to escape from chaos.

Stage 1 — Recognizing Fragmentation (“Coordination”)

The organization sees:

e too many actors

e too many vocabularies
e too many processes

e too many dashboards
e too little coherence.

Awareness is the spark.

Stage 2 — Introducing a Shared Management Logic (“Architecture introduced”)

The RO introduces USM’s 1-5-8 architecture:
e one service definition

o five processes

e eight workflow patterns.

This becomes the lingua franca of collaboration.

Stage 3 — Rewriting Agreements Around Architecture (“Ecosystem alignment”)

Contracts begin to reflect system logic:
e interfaces

e responsibilities

e integration requirements

e experience expectations.

Procurement becomes an ally, not an obstacle.
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Stage 4 — Empowering the Integrator (“Systemic improvement”)

The Integrator (internal or external) begins operating within a coherent architecture.
Suppliers adjust their delivery logic. The RO verifies compliance and adjusts the architecture as
needed.

The ecosystem begins to evolve as a whole:
o faster changes

o fewer surprises

e cleaner escalations

e visible Value Maturity growth.

This is where outsourcing becomes a strategic amplifier instead of a strategic liability.

Stage 5 — Architectural Sovereignty Achieved (“Strategic sovereignty”)

The RO is now a strategic body:

e governing architecture

e shaping sourcing strategy

e guiding transformation

e enabling innovation

e protecting customer and user experience.

The organization finally operates with the confidence that its service ecosystem is:

aligned, coherent, predictable, adaptable, and governed by design rather than accident.
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5. ALIGNMENT, PRACTICE, AND THE FUTURE

Where the Retained Organization meets the real world — and what comes next.

A Retained Organization is not an island.

It lives inside an ecosystem of frameworks, standards, integrators, suppliers, regulators, technologies,
and political realities.

Section 5 ties the RO to its closest neighbors and projects where the discipline is heading.

This is the chapter where the architecture becomes practical.

5.1 The Relationship to The Service Integrator

RO + Sl Dual System Model

RO

(Architecture Owner)

defines

Sl

(Integration Operator)
L 5

" Informs

Supplier Supplier Supplier

Customers

Figure 22 - Two actors, one architecture: RO designs, Sl integrates

The Retained Organization and the Service Integrator are complementary actors, not competing ones.
They operate at different altitudes:

The RO operates at the architectural level:
e Defines the system.

e Owns agreements.

e Governs interfaces.

e Enforces USM logic.

e Ensures systemic coherence.

e Protects customer value and experience.

e Maintains strategic sovereignty.

The Sl operates at the integrative level:
e Orchestrates daily collaboration.

e Manages multi-party workflows.
Ensures consistent escalation.

Aligns operational data.

Executes integration rules.

Maintains ecosystem trust.

Think of the RO as the architect, and the S| as the general contractor.
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The architect designs the load-bearing structure, defines interfaces, sets constraints, and ensures
coherence. The contractor translates that blueprint into operational reality.

The Common Failure Pattern

Many organizations hire an Sl and believe they have solved “governance.”
They have not.

Without an RO holding architectural authority:

e The Sl makes structural decisions they shouldn't.
e Provider-driven architecture re-emerges.

e Agreements drift.

e Transparency erodes.

e Sourcing becomes reactive rather than strategic.

The Combined Power of RO + Si

When the roles are correctly aligned:

Architecture becomes stable.

Suppliers operate with clarity.

Escalations drop.

User experience improves.

Sourcing becomes an instrument of strategy, not a constraint.

Together, the RO and Sl form the dual governance core required for modern service ecosystems.

5.2 Alignment with Standards and Frameworks

Standards Mapping Web

ISO 42010
(Architecture)

defines

SIAM ( RO / USM 1SO 20000
(Integration) . » (Requirements)

\_ Architecture /

P ~<

informs

Customers

Figure 23 - USM provides the architecture. The RO operationalizes it across frameworks
The RO doesn't replace existing frameworks — it contextualizes them.

ISO/IEC 42010 — Architecture Governance
ISO 42010 defines architecture as the set of principles guiding a system’s structure and behavior.

The RO embodies this by:

e Defining service architecture.
e Owning interfaces.

e Governing evolution.

ISO 42010 is the RO’s natural home.
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ISO/IEC 20000 — Requirements for Service Management Systems

Where ISO 20000 defines the practices a service management system must provide, USM defines the
service management system to create these practices in a consistent and structured way.

The RO becomes the owner of that service management system, ensuring that every supplier aligns
with the same blueprint.

COBIT — Enterprise Governance
COBIT defines practices for governance objectives but does not prescribe the system.

The RO operationalizes governance by:

e Aligning actors.

e Enforcing architecture.

¢ Maintaining coherence across suppliers.

COBIT defines the why; the RO defines the how.

ITIL — Practices, Not Architecture

ITIL is a collection of practices, serving ISO/IEC 20000’s requirements.
It does not define a management system nor a service architecture.

The RO uses ITIL practices as inputs and inspiration, not governing principles.

ITIL = toolbox
USM = architecture
RO = architect and owner of the architecture

Use tools wisely — but never let tools define your system.

SIAM — A Practice Framework for Integration

SIAM provides useful practice-based guidance for integrating suppliers. Again: inspiration, not the
system.

SIAM lacks:

e an architectural component

e auniversal management logic

e arole that defines system ownership.

The RO fills those gaps.

SIAM provides techniques and practices.
USM provides architecture and system.
The RO provides governance.

The Message to Leadership

The RO makes frameworks useful by binding them into a coherent system.
Without the RO, frameworks become encyclopedias.
With the RO, frameworks become operational assets.

5.3 Case Patterns and Examples

Real ecosystems expose repeating patterns.
Here are three archetypes.

Case 1 — The Municipality in Transition (Public Sector)

Problem:

e multi-supplier landscape
¢ low internal capability

e high compliance pressure
political fragmentation
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e inconsistent agreements
e duplicated toolsets.

RO intervention:

e USM introduced as a universal management logic
¢ RO established with clear architectural mandate

e Sl placed under RO governance

e service definitions standardized

e dashboards unified

e agreement structures redesigned.

Outcome:

o fewer escalations

¢ reduced governance overhead

e improved compliance

e faster municipal services

e better user experience for citizens and employees.

Before RO

multi-supplier landscape Unified management logic
low internal capability Strong architectural governance

high compliance pressure Standardized services & agreements

political fragmentation Improved oversight

» inconsistent agreements Better outcomes
duplicated toolsets Fewer escalations
Reduced governance overhead
Improved cornpliance

Faster municipal services

Figure 24 - Case 1, Municipality.

Case 2 — The Financial Services Ecosystem (Private Sector)

Problem:

e trading outages

e inconsistent supplier reporting
e misaligned change processes
no architectural owner

S| performing RO decisions.

RO intervention:

o redefinition of service architecture

reallocation of responsibilities

TAR model enforced

Integrator put under architectural governance
agreement renewal cycle reshaped around interfaces.

Outcome:

e stable performance

e predictable changes

e measurable experience improvements
e regained strategic control

e board-level trust restored.
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Before RO With RO

Financial Services Financial Services
Company Company
Fragmented e Coherent
Interrupts » Predictable
Escalates e Resolved
Vague e Transparent
Lock-in e Flexible

Redundant e Efficient

Figure 25 - Case 2, Finance

Case 3 — The Healthcare Digital Network

Problem:

e patient experience fragmentation
e inconsistent system integrations
privacy and compliance stress
competing supplier routines
unclear accountability.

RO intervention:

e establishment of RO with policy authority

e architecture enforced across EHR suppliers

e standardized workflows for change and recovery
e clarity of roles (clinical IT, Integrator, vendors).

Outcome:

e safer patient journeys

e increased system reliability
e compliance confidence

e reduced operational noise.

Before RO \A)_ith _RO

e patient experience fragmentation RO with policy authority

e inconsistent system integrations architecture enforced
across EHR suppliers

e privacy & compliance stress i
standardized change

e competing supplier processes & recovery vorkflows

e unclear accountability clear clinical IT / integrator / vendor roles

safer patient journeys
increased system reliability
compliance confidence

reduced operational noise

Figure 26 - Case 3, Healthcare

Page 40 of 45



The Retained Organization— A companion guide to The Service Integrator

What All Cases Reveal

Success emerges when:

e Architecture is owned.

e Interfaces are explicit.

e Responsibilities are clear.

e Suppliers operate under one system.

Failure emerges when these conditions are absent.

5.4 Conclusion — Owning the Architecture

Architectural Sovereignty

One architecture guiding all actors, ensuring coherent

outcomes and a consistent customer experience.

RO Architecture

"\ [ Integrat
( Strategy} n egra |Or\

k Governance

-

— Architectural Policies
System Interfaces

Suppliers : ~ Agreements}

Service

® Data Integrator
" R e e

orchestrate, govern,

and harmonize to

. ensure coherence .
Experience Interactions
Workflows Service specifications

Coherent Service Outcomes

Customer

Figure 27 - Architectural sovereignty = strategic sovereignty. Owning the architecture means owning the
ecosystem
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You can outsource execution.
You can outsource tooling.
You can outsource coordination.

But you cannot outsource architecture.

If you do, someone else decides:

e How your services work.

e How your users experience them.

e How your data flows.

e How your ecosystem cooperates.

e How your strategy limits or expands.

The Retained Organization is the architectural anchor in a world built on dependencies.

It ensures:

e coherence

e transparency

e responsibility

e experience

e and strategic control.

And it gives executives one priceless capability:

The ability to change suppliers, without changing the system.
The ability to innovate, without increasing chaos.
The ability to scale, without losing control.

In a world where organizations depend on external actors to deliver their most critical services, the
Retained Organization is not an option.
It is the only way to avoid becoming a passenger in your own ecosystem.

Owning the architecture means owning your future.
e Architecture is the enabling constraint.
e Social capital is the activation energy.
e  Without architecture, social capital burns out.

e  Without social capital, architecture becomes performative.
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6. EPILOGUE — THE RETURN OF THE ARCHITECT

There’s a moment in every organization’s digital journey when the illusion breaks.

It's usually quiet. Not a crisis, not an outage, not a failed audit. Something simpler.
A meeting where two suppliers disagree on a definition.

A change that looked trivial but triggered a domino.

A dashboard that shows “green” while customers howl in frustration.

A moment where everyone did their job, yet the service still failed.

That is the moment leaders begin to understand:
Nothing fails individually anymore — only systems fail.

And systems fail when nobody owns the architecture.

6.1 The Myth of Outsourcing as Escape

For decades, outsourcing was sold as liberation.
Freedom from complexity.

Freedom from cost.

Freedom from responsibility.

But “freedom from responsibility” is not strategy. It is abdication.

And abdication creates dependency — the kind that grows quietly, year after year, until the organization
no longer recognizes its own ecosystem.

We outsourced the work. We outsourced the tooling. We outsourced the expertise.

Somewhere along the line, without noticing, we outsourced the system itself.

6.2 The Return to Sovereignty

The Retained Organization is not nostalgic.
It is not a resurrection of old IT governance models or management teams swollen by paperwork and
politics.

It is something far simpler:
the organization reclaiming its right — and its duty — to define how its ecosystem works.

The Retained Organization is the return of the architect.

Not the architect who draws pretty diagrams, but the architect who shapes the physics of
collaboration:

e shared language

e shared interfaces

e shared processes

e shared expectations

e shared measurement

¢ shared responsibility.

The architect who designs the conditions under which suppliers can succeed — and under which the
organization can hold them accountable.

6.3 The Courage to Choose Architecture

Architecture is not glamorous.

It does not give a quarterly win.

It does not impress shareholders.

It does not erase risk — it exposes it.

But architecture is the only thing that gives organizations freedom with control,
instead of freedom that collapses into chaos.
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The Retained Organization is that architecture, embodied:
e asystem to think with

e astructure to govern with

a logic to collaborate with

an engine to evolve with.

It is the anchor in a sea of dependencies.

6.4 A New Kind of Leadership

This book is not just about designing a Retained Organization.
It is about a shift in leadership — from managing outcomes to shaping the systems that create
outcomes.

A shift from firefighting to foresight.

From tactical outsourcing to strategic governance.

From escalation to evolution.

From contracts to architecture.

From a world of fragmented actors to a coherent ecosystem.

Executives who embrace this shift gain something rare:

Sovereignty in a world built on interdependence.

6.5 Outsourcing Is Not Ending — It Is Maturing

We are not moving toward fewer suppliers. We are moving toward more:
e more clouds

e more platforms

e more SaaS

e more partners

e more specializations

e more dependencies.

The RO does not fight this trend. It gives it structure.

It turns a chaotic swarm of actors into a coordinated system.
It makes complexity navigable.

It makes innovation safe.

It makes collaboration predictable.

It makes service coherent.

Outsourcing is not ending.
But without architecture, outsourcing is ungovernable.

6.6 The Final Word — Architecture Is Destiny

Organizations don't rise to the level of their ambition.
They fall to the level of their architecture.

You cannot achieve strategic outcomes with inconsistent systems, splintered workflows, fragmented
agreements, and suppliers operating in twelve different realities.

The Retained Organization is the discipline of ensuring that everything — and everyone — operates
within one architecture, aligned to one purpose, delivering one coherent service.

This is not optional. It is structural. It is foundational.
It is the hidden infrastructure on which every modern organization will either rise or collapse.

In a world defined by dependencies, architecture is destiny — and the Retained
Organization is how you own it.
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The future of service integration will not 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.
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