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A short read before

the long one
Feature breadth is easy to measure.

Cohesion is what your customers actually feel.

Most platforms measure themselves by capability count. The roadmap tracks features shipped.

The marketing site lists what's supported. The competitive grid compares checkboxes. None of

this is wrong, exactly. But none of it is how customers experience the platform. Customers

experience cohesion, which is to say how unified, how intuitive, how native the product feels

when they actually use it.

The gap between what platforms measure and what customers feel shows up most clearly at the

seams. Every time a workflow leaves the product for a partner portal, every error message written

in someone else's vocabulary, every context switch the customer didn't ask for: each one is a

small reminder that the platform is not actually one product but several, loosely federated. Call

this the surface area of the underlying infrastructure. It is the sum of connective tissue the

customer is exposed to.

The platforms customers love are not the ones with the longest feature lists. They are the ones

whose infrastructure has disappeared. The connections still happen. The systems still integrate.

The work still flows between parties. But none of that work is visible. The product feels like one

thing because the customer only ever interacts with one thing.
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Quality of this kind is not decoration. It is a competitive asset. A smaller set of capabilities that

feels native will outperform a larger set that feels assembled, because the cost of assembly is

paid every day, by every customer, in small increments of attention and trust. Those increments

compound. So do their opposites.

This ebook is written for product and design leaders who suspect their platform's user experience

is being eroded by connective tissue the customer was never supposed to see. It argues that

cohesion is the real measure of platform quality, identifies the specific failure modes that create

visible infrastructure, proposes a set of principles for making it disappear, and offers a framework

for auditing where the leaks are today.

1 surface
WHAT THE CUSTOMER SHOULD

MEET, REGARDLESS OF HOW

MANY SYSTEMS SIT BEHIND IT

5 principles
FOR MA KING CON NECTIVE

TISSUE  DISAPPE AR WHEN

APPLIE D TOGETH ER

0 seams
THE OPERATING GOAL. THE

WORKING DEFINITION OF

COHESION

It closes with how ECGrid fits this picture. ECGrid is a B2B communications network built, from

the architecture outward, to be embedded rather than exposed. The platforms that run on it

retain their own surface, their own brand, their own customer relationship, and their own

authorship of how the product feels.

The platform ships features. The

customer feels cohesion.
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The surface
area problem
Cohesion is not something a platform adds on

top of its parts. It is what remains when every

visible piece of connective tissue has been

carefully removed.
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Every platform has a surface. Some of it is deliberate, designed, controlled by the product team.

The dashboard. The primary workflows. The brand. These are the parts the customer is

supposed to see. But most platforms also have another kind of surface, made up of the parts the

customer sees because something is leaking through. The vendor name in an error. The partner

portal that opens in a new tab. The second set of credentials the customer has to remember.

These are not design decisions. They are the parts of the underlying infrastructure the platform

has, accidentally or by default, left on the customer's side of the glass.

When product teams talk about quality, they usually mean the quality of what they built. When

customers talk about quality, they usually mean something harder to articulate. They mean how it

all fits together. They mean whether the product feels like one thing.

Customers experience the platform as one thing, or they don't

When a customer signs up for a product, they form a mental model of what they've bought. That

model is almost always singular. One product. One company. One interface. One place where

their work lives. Whether the vendor has built all of it internally or federated pieces of it across

partners is not the customer's concern. The customer bought one product and expects to

experience one product.

This singular mental model is fragile. It survives as long as the platform sustains it. It breaks the

moment something leaks through. The leak does not need to be severe. A single unfamiliar brand

in an error message, one unexpected login screen, a status page that lives somewhere the

customer has to navigate to: each crack reshapes the mental model from "one product" to

"several things I have to keep track of." Once the customer sees the seams, they cannot unsee

them.

S E C T I O N  I  —  T H E  S U R F A C E  A R E A  P R O B L E M 0 6
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Every leak is a small tax on attention

The cost of each individual leak is small. A few seconds of delay while the customer orients to

which system they're in. A brief flash of confusion when an error references a vendor they don't

recognize. A quick context switch from the main product to a partner portal. None of it, taken

individually, would show up in a satisfaction survey.

But the leaks happen constantly. They happen every time the customer uses the product. And

their costs compound in the two places it is hardest to measure: the customer's confidence that

the platform knows what it's doing, and the internal team's ability to support customers without

knowing what the customer is looking at.

Feature breadth does not equal platform quality

There is a common assumption that a product with more features must be a better product.

Feature grids reinforce the assumption. Competitive positioning reinforces it. Roadmap planning

reinforces it. Each shipped feature is a concrete, countable unit of progress.

But customers don't buy checkboxes. They buy outcomes. And outcomes depend as much on

how the pieces fit together as on which pieces are present. A product with twenty capabilities

that feel coherent will almost always outperform a product with forty capabilities assembled from

four different underlying systems. The larger product has more surface area, more seams, more

opportunities for the cohesion to break.
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E C G R I D  /  I N V I S I B L E  I N F R A S T R U C T U R E S E C T I O N  I  —  T H E  S U R F A C E  A R E A  P R O B L E M

The compounding math of context switching

Context switches are one of the most consistent leakage patterns and one of the most

expensive. When a customer has to leave the platform to do something, three things happen at

once. They lose their place. They lose the state they had built up inside the product. And they

form a stronger mental association between the task and the other system rather than the

platform.

Over time, context switching transfers ownership of the task from the platform to wherever the

customer was sent. This is subtle and it is serious. If the partner portal is where the customer

actually manages their trading partners, the platform has quietly ceded the trading-partner

relationship. The platform is no longer the place where that work happens. It has become an

index card pointing to somewhere else.

What gets measured, what gets felt

The metrics most platforms track for product quality are the ones that are easy to measure.

Uptime. Feature adoption. Response time. These are important, but they are indirect proxies for

what the customer actually experiences. They describe the platform's parts, not its cohesion.

Cohesion is harder to measure because it shows up in the negative space: in the errors that don't

happen, the questions the customer doesn't have to ask, the systems they never realized were

involved. A platform with high cohesion is invisible in the way a well-run orchestra is invisible. The

absence of flaws matters more than the presence of virtues.
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When a platform accepts its surface as a given

Some platforms reach a point where the connective tissue is simply accepted as part of the

product. The partner portal has always been where customers do X. The secondary login has

always been how trading partners get access. The status page has always lived at a different

URL. Over time, these become part of the platform's identity. They stop feeling like leaks because

everyone has grown used to them being there.

Familiarity is not the same as cohesion. Customers who use the platform every day develop

workarounds for its seams, and those workarounds begin to feel like part of the workflow. But

every new customer, every renewal evaluation, every sales demo exposes the seams again. The

familiar tax is still a tax. It just stops being counted.

I N  P R A C T I C E

Behind the platform, not a parallel channel

A B2B connectivity platform set an unusual criterion near the top of its infrastructure partner

evaluation: the partner had to disappear. Not quiet, not discreet. Actually absent from the

customer's mental model.

The platform's customers sign a contract with the platform. They log into the platform. They
resolve support questions through the platform's team. The network that routes their

documents, the 300+ network interconnects, the compliance and operational backbone, all

of it runs quietly underneath. None of it is a tab the customer has to switch to. None of it is a

brand the customer has to reconcile separately. None of it is a vendor the customer has to
call.

The result is a product the customer experiences as one thing. The platform is what they

bought, and the platform is what they see.

S E C T I O N  I  —  T H E  S U R F A C E  A R E A  P R O B L E M 0 9
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Why visible
infrastructure
creates friction
The specific ways connective tissue reaches the

customer, and what each one costs the platform

that let it through.
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F R I C T I O N

Not every leak is equally costly. Some are momentary. Others persist in the customer's mental

model long after the interaction has ended. Understanding which leaks matter most means

looking at the specific ways infrastructure becomes visible, and what each failure mode takes

from the platform that lets it through.

The same failure modes appear across

very different kinds of platforms.

They are more pattern than

coincidence.

Handoffs that break context

The most common failure mode is the handoff: a moment in the workflow where the customer

has to leave the platform to do something and then come back. The handoff is usually justified as

a convenience. The other system is where the data lives. The other system is where the

customer already has a login. The other system happens to handle this particular task well.

What the handoff actually does is break context. The customer arrives at the partner system with

no memory of what state their work was in. They complete the task. They return. They have to

reassemble their mental state from scratch. Between departure and return, the platform has been

absent. The work has happened somewhere else, supervised by someone else. Every handoff is

a small argument that the platform is not the place where work gets done.

S E C T I O N  I I  —  W H Y  V I S I B L E  I N F R A S T R U C T U R E  C R E A T E S  F R I C T I O N 1 1
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F R I C T I O N

Authentication boundaries that break trust

A second set of credentials is a specific kind of leak because it asks the customer to do

something they shouldn't have to do: maintain a separate identity for something they believe

should be one product. Single sign-on solves part of this, but often only part. The customer still

sees a separate login page. They still see a different brand behind the form. The platform has told

them, implicitly, that there is another system they are accountable to.

Authentication leaks are particularly corrosive because they find the customer at a moment of

friction. Logins fail. Passwords expire. When those failures happen on the partner system rather

than the platform, the platform is blamed for a problem it did not cause but which happened on its

watch.

Errors that expose the plumbing

The most diagnostic test of platform cohesion is the error message. When something fails, whose

language does the error arrive in? If the customer sees a message that references a vendor, an

internal service, or a trading partner ID they don't recognize, the platform has just told them there

is another system involved. The failure has exposed the plumbing.

Errors translated into the platform's own language feel different. They describe what happened in

terms the customer has been taught to understand. They suggest what to do next. They are

owned by the product. Even when the underlying cause is a partner failure, the translation back

into platform vocabulary preserves the illusion of a single system. The cohesion holds.

S E C T I O N  I I  —  W H Y  V I S I B L E  I N F R A S T R U C T U R E  C R E A T E S  F R I C T I O N 1 2
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Status that lives in the wrong place

When a customer wants to know whether the platform is healthy, they should be able to find out

inside the platform. The dashboard, the account page, a simple status widget. Instead, many

platforms send the customer somewhere else. The partner's status page. A general cloud

provider's status page. A social media account. A separate help portal. These off-platform

answers are often more accurate and more current, which is precisely the problem. The

authoritative source of truth for the platform's health has drifted outside the platform.

Customers who learn to check elsewhere for status are customers who have learned that the

platform is not, by itself, the complete picture. Once that lesson is absorbed, it does not come

back.

Branding leaks that weaken authorship

Every instance of a partner's logo, vendor name, or branded artifact that reaches the customer is

a small piece of the platform's authorship being transferred away. Customers are not confused

about who makes the product. But they are, incrementally, reminded that the product is a

collaboration. Over time, that reminder weakens the association between the platform and the

value being delivered. The more vendor names the customer sees, the more they perceive the

platform as an integrator rather than an author.

S E C T I O N  I I  —  W H Y  V I S I B L E  I N F R A S T R U C T U R E  C R E A T E S  F R I C T I O N 1 3
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The principles
of invisible
integration
Five design patterns that make infrastructure

disappear. None are new. Most are rarely

applied with the discipline they require.
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Visible infrastructure is rarely the result of a decision. It is usually the result of not deciding. A

partner portal gets used because it exists. An error passes through unchanged because no one

translated it. A status page gets referenced because there wasn't an in-platform equivalent.

Cohesion, in contrast, requires sustained deliberate effort. Every principle below describes a

decision the platform team has to make and continue making.

Five patterns that make connective

tissue disappear.

Owned surface — one authoritative environment

The first principle is that there is exactly one place where the customer does their work, and that

place belongs to the platform. Trading partner management, connection setup, status review,

document history, error resolution. All of it lives inside the product the customer signed up for. If

the underlying infrastructure provides a portal, that portal is not the destination. It is a component

the platform might draw from, embed into, or ignore entirely. The customer never meets it.

Owned surface is rarely hard to argue for. It is often hard to deliver, because it requires the

platform to build interfaces for things that already have perfectly functional interfaces elsewhere.

The investment is worth it. The owned surface is the single most important predictor of platform

cohesion.

Embedded workflows — capabilities that feel native

The second principle is that every capability the customer uses should feel like it was built by the

team that built the platform. This is partly a matter of visual design: same typography, same

interaction patterns, same language. It is more importantly a matter of behavior: the same

response times, the same error conventions, the same mental model. A capability that feels

native may still be powered by a partner, but it does not feel like a partner. It feels like a feature.

S E C T I O N  I I I  —  T H E  P R I N C I P L E S  O F  I N V I S I B L E  I N T E G R A T I O N 1 5
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Unified identity — one sign-in, one session

The third principle is that the customer signs in once and stays signed in. Every downstream

capability inherits that session. No secondary logins. No expired authentications in a hidden tab.

No prompts for credentials the customer doesn't remember creating. The identity the customer

presents to the platform is the only identity they should ever have to produce.

Platform-native errors — failures in your language

The fourth principle is that every error the customer sees is translated into the platform's own

vocabulary before it reaches them. If an underlying partner service returns a technical code, the

platform intercepts it, maps it to a cause the customer can understand, and presents a

remediation path using terms the product has already taught them. Raw partner errors are a

platform leak. Platform-native errors are one of the clearest signals of design maturity.

A single source of truth for status

The fifth principle is that the platform is the authoritative source for its own health and every

dependent status. Network status, partner availability, document processing state: all of it is

visible inside the product. Customers do not need to go elsewhere to find out whether their work

is in a healthy state. The in-platform status indicator is the one that matters. If the partner

disagrees, the platform reconciles the disagreement before the customer sees it.

A smaller set of capabilities that

feels native will always beat a

larger set that feels assembled.
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A R C H E T Y P E  —  0 1

B 2 B  I S V  /  E M B E D D E D  C O N N E C T I V I T Y Composite archetype

Consolidating trading partner management into a single interface

A B2B ISV operated a platform where critical tasks were distributed across multiple systems.

Users moved between the platform's own portal, an external service provider's portal, and a set

of network lookup tools to complete work that, to the customer's mind, should have happened in

one place. Each transition was a small leak: another credential, another interface, another place

where the underlying infrastructure showed through.

By embedding programmable APIs directly into their customer portal, the platform consolidated

the full lifecycle of trading partner management into a single, platform-native environment.

Network search, interconnect creation, ID management, and status visibility all moved inside the

product their customers already knew.

1 view
TRADING PARTNER

LIFECYCLE UNIFIED IN S I D E

THE PLATFORM

~2 hrs
STANDARD BUYER SETUP,

CONTAINED END-TO-END IN

THE PORTAL

0 seams
C U S T O M E R - F A C I N G  S U R F A C E S

T H A T  E X P O S E  T H E

I N F R A S T R U C T U R E

The interface the customer uses is the interface the platform designed. The infrastructure that

moves the documents, validates the connections, and maintains the network presence sits

behind that interface, where the customer never has to meet it. With a unified view of all trading

partner connections, the platform's lean support team consistently exceeds SLA expectations

rather than chasing escalations across disconnected systems.

A R C H E T Y P E  —  B 2 B  I S V 1 7
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Auditing your
surface area
Most platforms find more than they expect

once they look. The work is sequencing what to

fix first by how often customers touch it and

how much trust is at risk.
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The principles above describe what good looks like. Most platforms, evaluated honestly, will find

they are further from this standard than they thought. Visible infrastructure tends to accumulate

slowly and then get normalized. The first step toward cohesion is seeing the seams for what they

are.

Where is the customer being asked to switch?

The most direct surface-area test is an inventory of context switches. List every place in the core

workflows where the customer has to leave the platform. A separate portal. A third-party tool. An

external system referenced in documentation. Each switch is a candidate seam. Some will be

load-bearing and worth keeping. Most will not.

Pay particular attention to the high-frequency switches, the ones customers make weekly or

daily. These are the leaks that compound fastest. A context switch in an annual workflow is a

small tax. A context switch in a daily workflow is a structural cost.

What names appear that shouldn't?

Run through the surfaces the customer sees and count the brand names. Error messages. Login

pages. Status indicators. Invoices. Support handoffs. Any brand that is not the platform's own is,

by default, a leak. Some leaks are deliberate and appropriate, such as a clear delineation where a

regulated third party is actually the provider. Most are accidental and corrosive.

Where does the platform disclaim responsibility?

Read the support documentation, the help center, the FAQ, the error responses. Every instance of

"please contact [third party] for help with X" is a place where the platform has told the customer,

explicitly, that ownership ends at a specific line. Those disclaimers accumulate. Each one shrinks

the customer's understanding of what the platform is accountable for.

S E C T I O N  I V  —  A U D I T I N G  Y O U R  S U R F A C E  A R E A 1 9
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What questions arrive that the team cannot answer?

Support ticket analysis is the most honest audit surface. Every question the team cannot answer

without escalating to a partner is evidence that the platform does not currently own enough of

the picture. The goal is not necessarily to own every answer. The goal is to recognize where the

ownership gap is actually a cohesion gap, and to close the ones that matter to the customer

experience.

Where does status live?

A simple test: when a customer wants to know whether their documents are moving, where do

they look? If the answer is "inside the platform, on a screen we designed," status is owned. If the

answer is "a partner status page," or "an email that arrives eventually," or "a support ticket they

filed," status has leaked. Status leakage is one of the fastest ways to erode trust, because it

reaches customers at moments of anxiety.

How to sequence the fixes

The audit will produce a longer list than expected. Sequence the list along two dimensions: how

often the customer touches the seam, and how much trust is at risk when they do. High-

frequency, high-trust ones go first. These are usually status, authentication, and error handling, in

that order. Branding leaks and disclaimers, while real, can be addressed in a second wave.

One discipline is worth keeping throughout the work: resist the impulse to close every seam by

building something new inside the platform. Many leaks can be closed by choosing a partner

whose capabilities the platform can actually own, with APIs and data that were designed to be

embedded rather than wrapped. The cohesion goal is what matters. The implementation is only a

means to it.

S E C T I O N  I V  —  A U D I T I N G  Y O U R  S U R F A C E  A R E A 2 0
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ECGrid as
invisible
infrastructure
A network designed to disappear, and what

disappearing gets right for the platforms that

embed it.
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The principles of invisible integration are useful whether or not a specific infrastructure partner is

involved. They describe a design stance the platform can adopt with any set of underlying

capabilities. That said, the underlying capabilities matter, because infrastructure partners differ

dramatically in how easy they make it for the platform to disappear.

ECGrid was built, from the

architecture outward, to not be seen.

Every product choice, from API design to identity model to error semantics, is made with the

platform's cohesion in mind. None of the following is an afterthought. Each is a direct response to

one of the principles in Section III.

APIs shaped for embedding, not exposure

ECGrid's APIs are designed to be called from inside a platform's own product. They do not

assume the customer will ever see them. They do not expose ECGrid vocabulary to the end user.

They do not require the platform to send customers elsewhere to complete any common

operation. Trading partner lookup, connection provisioning, status queries, document retrieval: all

of it is accessible as primitives the platform can assemble into its own workflows.

Errors translated into your vocabulary

The platform-native errors principle is difficult to implement when the upstream source returns

hundreds of terse codes. ECGrid's error model is built around categories that map cleanly to the

decisions a platform team actually has to make: transient versus permanent, partner-caused

versus network-caused, customer-actionable versus operator-actionable. The platform can

translate once, at a useful level of abstraction, rather than writing a mapping layer for every

exception code.
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Status that surfaces in your dashboards

ECGrid's status data is designed to be drawn into the platform's own interface. Network health,

trading partner availability, document processing state, exceptions: all of it is available through

APIs the platform can subscribe to and render natively. Customers never have to leave the

product to check whether their work is progressing. The single source of truth is the platform's

own screen.

Identity that flows through your authentication

There is no ECGrid login for the end customer to remember. Platform users sign into the platform.

The platform holds the relationship with ECGrid at the system level. Customers never see a

second set of credentials, a second brand, a second account to recover. Identity remains unified

because the infrastructure was never designed to expose its own.

A network the customer never has to meet

The entire ECGrid posture is designed around a simple assertion: the customer is the platform's

customer. The customer's product is the platform's product. The customer's relationship, brand,

and trust belong to the platform. ECGrid provides the backbone that makes these assertions

possible to sustain as volume and partner count increase. It does not compete for any of them.

The best infrastructure is the kind

your customers never have to meet.
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G L O B A L  I P A A S  P L A T F O R M Composite archetype

A single point of accountability

A global iPaaS platform serving tens of thousands of customers had reached a point where their

underlying connectivity model was quietly working against them. A traditional service provider

sitting beneath the platform competed for the same traffic the platform was routing through it,

introducing a structural conflict of interest. Multiple intermediaries sat between the iPaaS

product and the customer's experience, each one a place where accountability could fragment

and the product could feel less like one thing.

After embedding programmable APIs to remove the intermediaries, the platform's customers

began to experience what the platform had always intended to deliver: a single product with a

single point of accountability.

1 point
OF ACCOUNTABILITY AC R O S S

THE CUSTOMER JOURNEY

< 24 hrs
NEW CUSTOMER MAILBOX

PROVISIONING

#1
H I G H E S T - C O N T R I B U T I N G

T E C H N O L O G Y  P A R T N E R  B Y

P R O F I T

The dev team that had been maintaining connectivity plumbing shifted to building automation

and AI-driven capabilities on top of the layer. More importantly, the customer experience the

platform had always promised could finally be delivered without caveats. The product felt like the

product, because it actually was.
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About ECGrid
Throughout this guide, one argument has sat underneath the others: platform quality is measured

by how completely the infrastructure disappears from the customer's experience. That standard

is difficult to meet without partners who were designed, from the start, to support it.

ECGrid is programmable B2B infrastructure built specifically for platforms, integration providers,

and in-house teams that need to embed connectivity, visibility, and control directly into their

products. Rather than operating as a destination for the end customer, ECGrid is architected to

function as infrastructure, allowing the platforms that embed it to remain the single surface the

customer ever meets.

Three decades of operating history sit underneath the product. 400K+ trading relationships

already on the network. 300+ network interconnects inherited on day one. 99.996% uptime as an

operating floor. Every product decision, from identity model to error semantics to status reporting,

is shaped by the assumption that the platform will own the customer experience and ECGrid will

not. The network operates behind the glass. The platform operates in front of it.

ECGrid was also built with platform economics in mind. Its architecture supports scalable growth

without usage caps, volume penalties, or contract structures that punish success. The cost

model aligns with how platforms actually grow, not how legacy service models have historically

extracted margin from the platforms that ran on top of them.

Perhaps most importantly, ECGrid emphasizes real-time visibility and operational control.

Platforms gain the insight required to keep their status indicator, their error messages, and their

support workflows authoritative. The single source of truth stays where the customer expects it:

inside the product.
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N E X T  S T E P

The
infrastructure
disappears. Your
product stands
alone.
If your platform is carrying visible connective

tissue that was never meant to be there, the

ECGrid team is available to continue the

conversation.

Let's talk about what invisible infrastructure could look
like for your platform. Your cohesion. Your customers. Your
surface.

Book a conversation →

P U B L I S H E R

ECGrid
Loren Data Corp

W E B

ecgrid.com
developer.ecgrid.com

E D I T I O N

2026
Platform Strategy

© 2026 LOREN DATA CORP. ALL RIGHTS RESERVED.

https://ecgrid.com/contact/
https://ecgrid.com/
https://ld.com/
https://ecgrid.com/
https://developer.ecgrid.com/

