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Preface 
 
The eBook Rolling Uphill described what I often refer to as my ‘savage journey’ to service 
management excellence, and this is a continuation of that journey.  
 
We are indeed making progress in measuring the customer experience. From the early days of 
the Customer Expectation Management Method and Customer Jobs to be Done (JTBD) theory 
to today’s fascination with design thinking, experience level agreements, journey mapping, 

value stream analysis and more recently the V*A*L*U*E Formula, there is no shortage of 
ideas. 
 
But something seems missing. 
 
A top-down definition of service inherently focuses on the proverbial “end-to-end” --- the 
nirvana of customer experience. But service delivery is complex. Even within a single provider, 
most ‘end-to-end’ services involve multiple parties in a larger supply chain or network. 
 
From a service delivery perspective, it’s not about the individual components of your service 
management system, but about how they cooperate as a whole.  
 
This book will take a look at a method that can help simplify service management. 
 
While there will still be requirements to address cultural hurdles, focusing purely on people is 
not enough. A level of standardization between providers that is acceptable to all stakeholders 
within and between organizations is needed. 
 
That is the focus of this White Paper, and it introduces the reader to the Unified Service 
Management Method as service management’s missing link. 
  

https://myservicemonitor.com/wp-content/uploads/2022/04/rollinguphill_epub.pdf
https://myservicemonitor.com/wp-content/uploads/2022/11/CustomerExpectationManagement-Digital.pdf
https://jobs-to-be-done.com/the-history-of-jobs-to-be-done-and-outcome-driven-innovation-a2fdfd0c7a9a
https://www.edifyitsm.com/about-the-book
https://myservicemonitor.com/usm-method/
https://myservicemonitor.com/usm-method/
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Service Definition and Design  
 
Service design has evolved with technology, organizations, and industry trends. But the 
diversity of techniques for the design of services shouldn’t prevent us from applying a universal 
definition of service. 
 
USM’s service as a supported facility does just that.  
 
This requires some understanding of the term facility based on USM thinking. 
 
A business facility is often thought of as a location or a building. For example, an office building, 
a hotel, or a manufacturing plant. That’s why we often think of facilities management as a 
profession that performs maintenance of an organization’s buildings and equipment. 
 
A business facility could also mean a loan of money or a guarantee. For example, an overdraft 
facility arranged with a bank. 
 
A business function has been defined as: 
 

• the activities carried out by an enterprise yielding income [CIO Wiki] 

• an ongoing operation that requires management oversight and supports one aspect of 
furthering the mission [IBM] 

 
We often structure the enterprise around business functional units, and it’s important to 
recognize that services (that ‘yield income’) often span multiple business units.  
 
The USM definition of a facility is the combination of goods and actions that is made available 
to a customer in the course of service delivery and that is supported by the provider in its use 
by that customer. 
 
So, a facility in USM terms is something that the customer finds useful. The nature of the 
service provided to external customers could be anything. 
 

 
Figure 1 - Services are supported facilities 

Therefore, a service is a supported facility. 
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When designing a service in USM, many different design techniques can be used; design 
thinking, service blueprinting, Jobs to be Done (JTBD), Customer Expectation Management, 
journey maps, the value proposition canvas, experience maps, storyboards...the list is almost 
endless! 
 
When we view a facility or business function as the activities carried out by an enterprise 
‘yielding income’, we’re taking an end-to-end view of a service from an external customer 
perspective. This demands attention from the business for obvious reasons. 

Neither results nor resources exist inside the business. Both exist outside.  

– Peter Drucker, Managing for Results 

But no organization delivers value on their own anymore; we are all service providers and 
interoperability across service supply chains and networks --- within and between organizations 
--- is needed to optimize control over end-to-end services and consistently deliver value. 
 
Some facilities may be core activities; 
others are facilitating disciplines. 
 
Whether we’re defining primary (core) 
activities or secondary ‘facilitating 
disciplines’, similar design techniques can 
be used.  
 
What changes is the customer-provider 
relationship, so ‘end-to-end’ is really is a 
matter of perspective. 

Figure 2 - Primary and facilitating disciplines       

Whether you use a business model/value proposition canvas, design thinking, jobs to be done 
theory or other design techniques when designing services is not the point.  
 
The focus on customer experience, people-centered approaches to design, and accelerating 
innovation further complicate an already complicated services landscape. One of the important 
lessons from design thinking is that is that the structure it provides actually helps the creative 
process. 

Organized processes keep people on track and curb the tendency to spend too 
long exploring a problem or to impatiently skip ahead. They also instill 

confidence. Most humans are driven by a fear of mistakes, so they focus more 
on preventing errors than on seizing opportunities. They opt for inaction 
rather than action when a choice risks failure. But there is no innovation 

without action—so psychological safety is essential. 

- Harvard Business Review, Why Design Thinking Works 
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The shift to enterprise service management and the desire to achieve customer-driven levels of 
maturity must address the complexity associated with: 
 

• Changing roles, organizational structures, and culture (i.e., people) 

• Use of multiple practice frameworks (i.e., process) 

• Advances in toolsets (i.e., technology) 
 
Each facilitating discipline acts as links in a chain, which ultimately defines the end-to-end 
process as viewed by an external customer.  
 
Practice-based approaches provide excellent guidance, but the diversity of different practices 
and the incorporation of people and technology into the analysis creates a complexity that 
quickly becomes unmanageable. 
 
Further complicating this picture is the increasing use of multiple suppliers within the end-to-
end ecosystem (i.e., outsourcing). Security, privacy, span of control and costs are additional 
concerns. 
 
When combined with the accelerated pace of business and human-centered aspects of design 
thinking, an increased attention to overall governance is needed
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Governance and Service Management 
 
There is some guidance around governance, and IT governance in particular. Just as structure 
can aid the creative process, structure is essential for effective governance. In fact, governance 
creates the environment in which others can manage tasks and relies on management for 
feedback (see Figure 3, Governance, Management and Structure). 
 

 
Figure 3 - Governance, Management and Structure 

 
 
We are in an age of disruption. Rapid advancements in technology and efforts at disruptive 
innovation1 can drive transformational change. The constant ‘trial and error’ and design 
thinking approach popular with movements such as DevOps can significantly complicate 
governance. 
 
Since these changes are happening continuously, governance must be able to keep everyone 
focused on getting maximum value and minimum risk from the organization’s change efforts. 
 
Of course, without a clear understanding of what exactly ‘value’ means --- to the organizations, 
its employees, its suppliers, and most of all its customers --- it is very easy for chaos to emerge. 
 
While transformational change cannot truly be ‘managed’ it requires new ways of thinking, and 
governance must address the need for mindset shifts when structural change is needed.  
 

 
1  disruptive innovation is a process in which a product or service that was initially seen as inferior takes its roots in the bottom end 
of a market and subsequently moves towards the premium end of the market through offering greater value to a wider set of 
customers and ultimately disrupting established competitors.  

Governance is impossible 
without feedback from 

management

Governance should 
create the environment in 

which others can manage 

tasks

COBIT 5
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PEOPLE

PROCESS

TOOLS
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From Waltzing with the Elephant, Mark Toomey
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The V*A*L*U*E Formula 
 
The V*A*L*U*E Formula™ is a set of five 
individual elements which work together to 
help you define, focus, augment and deliver 
your full value potential.  
 

 
Figure 4 - Perceived Value - The V*A*L*U*E Formula 

Like Successful Customer Outcomes, where we 
try to put ourselves in the shoes of the 

customer, the Value Formula seeks to define 
value in the eye of the beholder. 
 

The five elements in the V*A*L*U*E Formula 
include: 
 

1. Vision 

2. Alignment 

3. Leverage 

4. Uniqueness 

5. Execution 

 

 

       Figure 5 - The V*A*L*U*E Formula Model 

Transformational Change 
 
Transformation is challenging for two distinct 
reasons. First, the future state is unknown when 
you begin, and is determined through trial and 
error as new information is gathered. This makes 
it impossible to “manage” transformation with 
pre-determined, time-bound, and linear project 
plans. You can have an over-arching change 
strategy, but the actual change process literally 
must “emerge” as you go. This means that your 
executives, managers, and frontline workers 
alike must operate in the unknown—that scary, 
unpredictable place where stress skyrockets and 
emotions run high. 
 
Second, the future state is so radically different 
than the current state that the people and 
culture must change to implement it 
successfully. New mindsets and behaviors are 
required. In fact, often leaders and workers must 
shift their worldviews to even invent the 
required new future, let alone operate it 
effectively. 
 
Without these “inner” shifts of mindset and 
culture, the “external” implementation of new 
structures, systems, processes, or technology do 
not produce their intended ROI. For example, 
many large IT implementations fail because they 
require a mindset and culture change that does 
not occur, i.e., the new systems require people 
to share information across strongly held 
boundaries or put the needs of the enterprise 
over their own turf agendas. Without these 
radical changes in attitude and behavior, people 
do not use the technology as designed and the 
change fails to deliver its ROI. 
 
BeingFirst, What is Transformation and Why is It 
So Hard to Manage? 

https://www.edifyitsm.com/about-the-book
https://blog.beingfirst.com/what-is-transformation-and-why-is-it-so-hard-to-manage/?ref=JohnWorthington&campaign=MissingLink
https://blog.beingfirst.com/what-is-transformation-and-why-is-it-so-hard-to-manage/?ref=JohnWorthington&campaign=MissingLink
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Let’s take a quick look at the first 4 elements of the VALUE Formula Model, then we’ll take a 
look at the last one and discuss service management’s ‘missing link’. The first 4 elements align 
well to governance, which steers the performance and conformance of the organization to 
value. 
 
This is especially important during times of continuous and rapid cycles of change. 
 

 
Figure 6 - The V*A*L*U*E Formula and governance 

Vision is where you define your value. This ‘north star’ is essential for navigating through the 
different paths that are made available through creative processes such as disruptive 
innovation and design thinking. 
 
Alignment to the vision and to customers is a critical element of governance. This involves 
making sure the resources of the organization are unified to both. This includes uniformity in 
priority and to changes to customers’ perception of value. 
 
Leverage is using the resources of the organization --- people, processes, and technology. A 
huge challenge for governance today is how to effectively leverage multiple ‘best practices’ as 
the organizational resources and customer value continuously change. 
 
Uniqueness is what differentiates our value proposition from others. This includes culture, 
environment, and corporate philosophy. Your values are what make you unique and are the 
basis of principles --- and principles are an important component of the missing link as we will 
see. 
 
Execution is the art of getting things done, for without execution value is never delivered.  
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Figure 7 – The V*A*L*U*E Formula , governance and management 

Governance creates the environment in which others can effectively manage tasks. This is why 
practice frameworks such as COBIT depict governance and management as two separate 
entities. 

“Within The V*A*L*U*E Formula™ Model ... EXECUTION serves as the 
foundation because value rests entirely upon the execution of plans to deliver 

and maximize it.  

And not only does execution support everything else, but it also embraces the 
other elements, holding them together. Without execution, the whole thing 

simply falls apart.” 

- The V*A*L*U*E Formula™, Ken Wendle 
 

For more information on the VALUE Formula Model, go to: https://www.edifyitsm.com/  
 

 

https://www.edifyitsm.com/
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Execution Complexity and the Missing Link 
 
If you have successfully clarified your vision, know your organization’s unique value proposition, 
and are prepared to leverage and align your activities then why do so many efforts at 
transformation fail? 
 
What makes execution so difficult? 
 

The Road to a Viable Service Management System 
 
The Viable Systems Model describes the structure of an autonomous system that is capable of 
adjusting itself (and its performance) to changing requirements. A viable system can survive in a 
context that is continuously changing. 

An important concept in a viable system is that 
variety accumulates in a system as it moves from 
1 (operations) to 5 (governance). 
 
What this means is that variety must be reduced 
at the lowest level, since it accumulates in the 
system. 
 
Each USM system component can be 
standardized with a management system of 8 
workflows. 
 

               Figure 8 - The Viable Systems Model 

[NOTE: FOR A DETAILED EXPLANATION OF HOW USM SUPPORTS VARIETY REDUCTION IN A VIABLE SYSTEMS MODEL, 
SEE THE VIDEO How USM supports variety reduction  in the VSM.] 
 
The Unified Service Management method’s non-redundant process model enables 8 standard 
workflows that capture all interactions of a service provider. USM addresses variation at Level 1 
(operations) and simplifies service management. 
 
This integral and integrated (i.e., unified) management approach restores and optimizes the 
control over each contribution to the system, and consequently restores and optimizes the 
control over the whole system. 
 
 

 

https://vimeo.com/564960148/0460c090b4
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Figure 9 - Lack of a Standardized Service Management System/Method 

 
The complexity created by the desire to adopt and adapt multiple practice frameworks (just one 
has 34 different practice areas) is exacerbated by the lack of a standardized service 
management system.  
 
Two decades of applying best practice frameworks while business and technology have 
continued to accelerate has resulted in a complexity that is unmanageable. 
 
The Unified Service Management method addresses this challenge. 

  

 

Relentless focus on results along 

with the proliferation of multiple 

practice frameworks increases 

variation and complexity 

exponentially. 
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The Unified Service Management method 
 
The shift to enterprise service management and the desire to achieve customer-driven levels of 
maturity must address the complexity associated with: 
 

• Changing roles, organizational structures, and culture 

• Use of multiple practice frameworks 

• Technology advances 
 
Customers need a way to continue to leverage existing and emerging best practice frameworks, 
but they must also simplify service management in order to meet the needs of the digital 
future. 
 
The Unified Service Management method specifies an enterprise service management 
architecture that promotes standardization and interoperability between service domains by 
providing a series of service building blocks that are addressed in the management system of 
each service organization. 
 
USM supports an integral and integrated management approach which restores and optimizes 
the control over each service team’s contribution to the whole system. A singular normalized 
management system as an acceptable link is the core concept of the Unified Service 
Management method, and it is based on the concept of an integral and integrated process 
architecture.  
 
It’s important to understand that the USM method is not limited to IT services; it applies to any 
service provider. The USM Customer-Provider Interaction Model provides a standard link which 
can be used within and between service providers of any kind and any size. 
 
An integrated, non-redundant process model with 5 processes and a simple set of 8 workflows 
serve as templates for all daily routines in any service providers’ practice. The management of 
these routines can be considered the core of the USM method. 
 
USM provides a standardized, unified link for sustainable supply chains in service ecosystems. 
The process model and standardized workflows are used by any organizational topology, 
leveraging any combination of practice frameworks for all service providers. 
 
The USM method provides the structure that is critically needed to address cultural change, 
innovation, and effective governance of transformative change efforts. It also provides a level 
of interoperability needed for success in today’s complex, multi-provider service ecosystems. 
 

Process

TechnologyPeople
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Fragmented, connected, dependent society 

 

Bringing a Method to the Madness 
 

An important part of governance and the uniqueness that the VALUE Formula describes are 
your own or your organization’s values, (i.e., what makes you unique). These are the basis of 
principles. 
 
Practices such as ITIL, COBIT, IT4IT and many others provide guidance on ways to perform tasks 
in actual situations. So, organizations can simply copy what are considered ‘good or best 
practice’. 
 
Principles are fundamental, generally applicable rules or beliefs, that serve as a guideline for 
the behavior of a person or system. 
 

Organizations that want to be mature service providers, should be very much aware of the fact that they act in a 
complex, fragmented, and connected society, where everyone is dependent upon the others in terms of being 
able to deliver the intended value. If they want to be in control of their service delivery, they will need to put 
cooperation at the top of their agenda. 
 

• Organizations have outsourced many of their tasks to specialized providers. This leads to what we call the 
fragmented society. 

• Decomposed services (sub-services) are heavily supported by technology, especially information 
technology (IT), e.g., in terms of IoT and application programming interfaces (APIs), which means that you 
can’t pull a string without creating an inconceivable amount of ripple effects. This is what we call the 
connected society. 

• This fragmented and connected society results in complex relationships between teams and 
organizations, where no organization or team is capable of delivering their value to their customers 
without the help of other teams or organizations anymore. The consequence is an ever-growing 
dependency between teams and organizations: this is what we call the dependent society. 

 

One strategy for combating this complexity and dependency is an integral and integrated management approach 
that restores and optimizes the control over each contribution to the system, and consequently restores and 
optimizes the control over the whole system.  
 
Another strategy may focus on the attitude, behavior, and culture of the people involved in the delivery of 
services. The dependency of customers upon the services they receive doesn’t allow for any one-sided approach. 
Therefore, each organization will have to face the obligation to set up and maintain a management system to get 
in control of their continuous contribution to the economy and the society in terms of the services they provide.  
 
USM supports the first strategy, enabling organizations to benefit from the second strategy as they please. 
 
The USM Portal Repository, section 1.4 
[Also available in the Introduction to the USM Method book] 

https://usm-portal.com/product/unified-service-management-the-usm-method/?lang=en
https://www.amazon.com/Unified-Service-Management-Introduction-Method/dp/9491710354
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Methods are fixed, well-thought-out courses of action, based on principles, to achieve a certain 
goal. Methods are also not specified in terms of the local technology used, or the local 
organizational structures chosen. 

A service management method can produce all conceivable practices of a 
service organization and therefore serves as a blueprint for practice-based 

frameworks. The method supports any organizational structure or technology. 

This also works the other way around: a reorganization or a change of 
technology does not affect the service management method. 

From an enterprise perspective, methods are more cost-effective than practices. Once the 
method is learned, practices specific to your organization can be developed ‘in-house’ with far 
less reliance on third party consultants and can be applied with more generic (and less 
expensive) tooling. 

 

The Customer-Provider Interaction Model 
USM’s Customer-Provider Interaction Model 
is a key building block of the method.  
 
The provider delivers services to the 
customer, and a mutual exchange of value 
takes place. 

Figure 10 - The Basic Customer-Provider Interaction Model 

A generic definition of a service can now be established that applies to any service and any 
service provider within or outside the enterprise. 

A service can be described in countless ways, but it always comes down to the following: 

• In a service, something is provided by a provider and used by a customer. The customer returns resources to the 
provider, which results in a resource exchange and the co-creation of values on both the customer's and the 
provider's side. 

• There is a facility in the service that allows the customer to do something that he cannot - or can less - do 
without it. 

• Users are supported in using the provider’s facility. 

• The service has a certain degree of continuity: it is not a one-off transaction in which only goods are transferred. 

• A service does not have to be 'used' (consumed) continuously. A service is therefore made available for use. 
There is only value delivered with a service when the user is using something, so when there is interaction. A 
provider cannot deliver a service value 'on its own'. 

The USM Portal Repository, section 3.2 
[Also available in the Introduction to the USM Method book] 

CUSTOMER
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USERS
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DEMAND

SERVICE

The USM Customer-Provider Interaction Model

FACILITY
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Goods ó Actions 

Technology

PeopleProcess

ROUTINES

https://usm-portal.com/product/unified-service-management-the-usm-method/?lang=en
https://www.amazon.com/Unified-Service-Management-Introduction-Method/dp/9491710354
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A Unified and Universal Definition of a Service 
 
When we hear things like ‘facility management’ we often think of secondary tasks such as legal, 
financial, human resources, building management and others. These services can be provided 
by functional areas within the enterprise or outsourced to third parties. 
 
The facility is what the customer wants and needs --- the combination of goods and actions that 
are made available to the customer in the course of service delivery and that is supported by the 
provider in its use by that customer. 
 
When the business applies design thinking, the view is end-to-end from the customer’s 
perspective.  This takes us back to Drucker, (i.e., business results are outside the enterprise).  
 
Organizations are defined by their primary tasks: the activities for their core business. 
 
The Customer-Provider Interaction Model takes a ‘black box’ or services perspective of business 
capabilities. Since today everyone is a service provider, the recursive nature of the Customer-
Provider Interaction Model makes it a link in a complex chain or network of services.  
 
The proverbial ‘end-to-end’ depends on who you define as the customer, but remember results 
remain outside the enterprise.  
 
The scope of end-to-end services includes the complete collection of services that play a role in 
an organization's business operations - or beyond that.  
 
The application of multiple practices leads to fragmentation and suboptimal results. A unified 
link across all services has been missing. 
 

 

 

 

 

 

 

 

 

 

 

Figure 11 - The Customer-Provider Model and recursion 
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The USM Process Model 
 
The required shifts in mindsets and design thinking are negatively impacted by a lack of 
structure. People have a fundamental need for structure to manage their work so they can 
guarantee predictable 
performance. This is why they 
describe routines that are 
relevant to them in one way or 
another.  
 
But people are not part of 
processes.  
 
In practice, people are 
particularly inclined to get 
involved with the specifications 
of routines of the type of 
procedure and work instruction – 
and not with processes. 
 

Figure 12 - People appear only in procedures and work instructions                

This is how the popular 'practices' came into being, quickly applicable, but not derived from the 
underlying process model.  
 
As a result, these practices lack structural coherence with other practices within the 
organization. The application of a large number of practices creates a complexity that soon 
becomes unmanageable. 

USM has established a non-redundant 
process model of 5 processes. Each 
activity occurs only once, the performance 
is delivered by workflows composed of 
collaborative processes. 
 
The processes trigger each other so that 
composite workflows are created for 
delivering the customer-relevant output.  
 
The standardized workflow templates 
enabled by the process model are a key 
to service management’s missing link. 
 

Figure 13 - The USM Process Model 
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Structured Workflows 
 
According to the logic of the non-redundant USM process model, only eight workflows 
represent all service management activities of a service organization. They can be used to 
record all generally accepted routines that can then be standardized (work instructions, 
practices) and automated in the local tooling. 
 

 
Figure 14 - Customer-Provider Interaction Model with Standard Routines 

USM enables the enterprise to get in control of its service delivery, with a management system 
of 5 processes and 8 workflows. It is a methodical approach that is based on a service 
management architecture that establishes a service management system. 
 
USM provides a standardized, unified link for sustainable supply chains in service ecosystems. 
The process model and standardized workflows are used by any organizational topology, 
leveraging any combination of practice frameworks for all service providers. 

Design thinking and systems thinking should be used simultaneously.  

Simplifying the use of both these approaches can lead to more rapid and 
creative innovation, and unifying service management is the ‘missing link’ to 
achieving this goal. 
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Effective Execution Requires an Effective Management 

System 
 
As executives attempt effective governance over service management initiatives the tendency 
is to relentlessly communicate ‘the vision’, focus on ‘Successful Customer Outcomes’, and 
emphasize design thinking and the customer experience. 
 
While this part of governance is needed it does not adequately address execution. Design 
thinkers often focus on the result, and not on the management of that end result. The same 
applies to most ‘architects’ – who actually are designers. This leads to an almost exclusive focus 
on results (remember Drucker?). 
 
One of the reasons for this is the overwhelming complexity of ---- or perhaps more 
appropriately, the absence of ---- a simple, sustainable management system for enterprise 
services. 
 

A simple, sustainable management system is service management’s missing 
link. 
 

Service Management Systems 
 
USM defines a universal service management system. A service management system is the 
coherent set of organizational resources that can be used to realize the goals of the service 
organization effectively and efficiently. 
 
The service management system realizes the goals of the service organization in a structured 
way. USM’s universal process architecture provides the basis for all service management 
routines in the enterprise. 
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One of the biggest challenges with 
marrying design and systems thinking in 
a service management context is 
enabling design and systems 
management to understand how the 
end-to-end service (people, process, and 
technology) really works as a whole. 
 
The USM method compliments 
governance efforts by establishing a 
unified service management system for 
every link in the service ecosystem. 

With systems thinking, managers and designers learn how 
the parts of their organization interact, not how they 
perform independently. Otherwise, unintended 
consequences may emerge as changes made within one 
part of the system may adversely affect other parts.  
 
Often, these new problems are much worse than those 
addressed initially. Russell Ackoff suggested that, for this 
reason, many performance-improvement initiatives fail 
and actually throw fuel on the fires they seek to 
extinguish.  
 
- Integrating Systems Thinking and Design Thinking,        
by John Pourdehnad, Erica R. Wexler, Dennis V. Wilson 
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Conclusion 
 
 
 
 
 
 
 
 
 
 
 
 
The world is complex, connected, and fragmented; no organization delivers value on their own 
anymore. Interoperability across service supply chains and networks --- within and between 
organizations --- is needed to optimize control over end-to-end services. Control is first of all a 
matter of management, and only then a matter of technology. 
 

A simple, sustainable management system is service management’s missing 
link. Two decades of applying best practice frameworks while business and technology have 

continued to accelerate has resulted in a complexity that is unmanageable. 
 
 The USM method provides: 

• the structure needed to help creative processes such as design thinking 

• a level of interoperability needed for success in today’s complex, multi-provider service 
ecosystems 

• a method that can produce all conceivable practices of a service organization and serves 
as a blueprint for practice-based frameworks 

• a simple, sustainable service management system that reduces variation and complexity 

• a recursive model that can be deployed in an iterative, agile approach 

For more information about the Unified Service Management method contact the author at 
www.MyServiceMonitor.com 

http://www.myservicemonitor.com/
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