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EXECUT IVE  SUMMARY

01 Disconnected applications create hidden work:

re-entry, reconciliation, follow-up, and decisions

made on out-of-date information.

02 A reliable integration needs operational rules

(source of truth, timing, failure handling, safe

reprocessing, exception ownership, and

permissions), not just an API connection.

03 Map data flows before writing an integration

roadmap, pilot with failure cases included, and

measure what happens after launch.

I N  TH I S  ART IC L E
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A company can have excellent software in every department and still struggle to operate as one

organization. Sales uses one system, finance another, staff scheduling a third, and management

relies on spreadsheets assembled at the end of the week. Each tool may work well in isolation. The

hand-offs between them do not.

The problem is not always that a business needs more software. It may need a clearer information

architecture: what data belongs where, which system is authoritative, when information must move,

and how exceptions are handled.

It helps to separate four problems that often look identical from the outside:

Only the first is solved primarily by an integration. The others need decisions about process and

accountability, which an integration can then support.

A silent failure is often worse than an explicit one.
KEY  I NS IGHT

Disconnected systems produce costs that are easy to overlook: re-entering the same information,

reconciling conflicting records, checking whether a message was received, and correcting decisions

made with out-of-date information. In a multi-site care or service organization, for example, the same

pattern appears when shift notes, follow-up actions, or schedule changes are recorded in one place

and acted on in another.

Consider an illustrative onboarding process. A new employee is added to a scheduling application but

not to the internal task platform. A manager emails IT, who manually creates the second account. A

correction is later made in payroll but not in the scheduling tool. Nothing has technically failed within

A connection problem. Two systems cannot technically exchange the information they need.

A workflow problem. Information moves, but the steps around it are redundant, out of order, or

unclear.

An ownership problem. Nobody is accountable for which record is correct, or for fixing it when it

is not.

An organizational problem. Teams keep separate tools and conventions because they work

separately.

The hidden work between applications
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any one application. The failure is in the movement of information and responsibility across

boundaries.

To understand the operational cost, trace a representative change from start to finish. Count

duplicate data entry, manual checks, delays, and mismatches. Then calculate ranges from recorded

volume and observed handling time, not assumed productivity gains.

An API provides a technical means for systems to exchange information. A reliable integration also

needs operational rules. For each data exchange, someone must answer:

Integration is more than connecting an API

Which system is the source of truth for this field?

Is the exchange immediate, scheduled, or triggered by an event?

What happens if the receiving system is unavailable?

Can the same request safely be processed twice?

How is an exception detected, assigned, corrected, and audited?

Which permissions and personal information boundaries apply?
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I L LUSTRAT IVE

ONBOARD ING  TODAY

Scheduling application

A new employee is added, but not

to the internal task platform.

Internal task platform

A manager emails IT, who manually

creates the second account.

Hand-off: manual email

Payroll

A correction is later made in payroll

but not in the scheduling tool.

Hand-off: none; the change never

arrives

A  DES IGNED

INTEGRAT ION  ANSWERS ,

FOR  EACH  EXCHANGE

1 Source of truth

Which system is
authoritative for this

field?

2 Timing

Immediate, scheduled,
or triggered by an

event?

3 Unavailability

What happens if the

receiving system is
unavailable?

4 Safe reprocessing

Can the same request

safely be processed
twice?

5 Exceptions

How is an exception
detected, assigned,

corrected, and audited?

6 Permissions

Which permissions and
personal information

boundaries apply?

Figure 1 From disconnected hand-offs to a designed integration ILLUSTRATIVE

Original CCO diagram based on this article; example is hypothetical.

Google Cloud's Application Integration documentation describes connectors, triggers, tasks, and

data mapping and transformation as components of application integration. The specific product is

optional; the architecture questions are broadly applicable. [1]

01 No declared source of truth. When two applications can independently update a shared

field, they may disagree. Define the authoritative owner for each critical record or attribute,

including who can correct it.

Avoid the three most common integration mistakes
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02 Treating failures as invisible. Networks and services occasionally fail. An integration should

record delivery attempts, detect incomplete steps, avoid unintended duplicate processing,

and alert the responsible operator where required. A silent failure is often worse than an

explicit one.

03 Integrating without simplifying. If a workflow depends on four redundant approvals,

automating the transfer of those approvals makes the system faster but not clearer.

Challenge the sequence before coding it.

Write down the critical applications, major entities, owners, and flows between them. Highlight

sensitive data, external vendors, contractual restrictions, and systems that do not provide supported

integration interfaces. Show what happens when information changes and where people need to

intervene.

Next, prioritize flows by their business importance, feasibility, and risk. A simple one-way

synchronization of reference data may deliver value before a complex bidirectional integration. A pilot

should include normal cases, missing data, duplicate events, service outages, and access failures.

A good integration should produce more than a green status light. Track the percentage of transfers

completed successfully, exception age, duplicate records, manual corrections, and how long key

information takes to reach the right person. Make sure an accountable owner reviews the metrics.

Build a data-flow map before an integration roadmap

What to measure after implementation

CCO  PERSPECT IVE

Connected systems support connected operations only when information ownership,

permissions, and follow-through are engineered together.

Client Care Operations · Technology & Operational Insights
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PRACT ICAL  NEXT  STEP

CCO  SERV ICE

Software Engineering & Technology
Consulting

Software designed around the way your

organization works.

www.clientcareoperations.com/services/software-

engineering

FREE  PLANN ING  TOOL  ·  PDF  ·  WORD

Software Requirements Discovery
Checklist

Domain 3 of the checklist covers data and

integrations.

www.clientcareoperations.com/resources#tools

Prefer to talk it through? Discuss an integration challenge: www.clientcareoperations.com/contact

Sources and further reading

[1] Google Cloud, Application Integration overview

https://docs.cloud.google.com/application-integration/docs/overview

FURTHER  READ ING

AWS, Operational excellence pillar (SaaS Lens)

https://docs.aws.amazon.com/wellarchitected/latest/saas-lens/operational-excellence-pillar.html

Educational guidance only. This article is vendor-neutral and does not imply CCO partnerships with referenced vendors.

References are ordinary outbound links; no endorsement by, or partnership with, the referenced organizations is implied.
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