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This document is intended for informational purposes and reflects CE3 Solutions’ methodology and perspectives. 
 

The Challenge: Managing the Full Complexity of Operations and Service 
Operations and Service have different definitions in various organizations. CE3 Solutions considers the 
broadest definition to include all of the components that must be successfully executed to create high 
customer satisfaction with the firm’s product or service. These can include the processes of sales and 
enrollment, fulfillment, logistics support, customer service, and the enabling integrated technology that 
together create the entire customer experience — all the related people, processes and technologies 
components. 
 
Most mature processes are managed by a balanced set of metrics that include the voice of the 
customer, employee satisfaction and engagement, shareholder goals, and (depending on the industry) 
various risk and regulatory compliance requirements. A comprehensive view is needed to 
simultaneously improve all these metrics, and to ensure the right balance is maintained to sustain 
identified improvements. 
 

The CE3 Framing: Two Paths to Improvement 
There are generally two categories of improvement — revolutionary change driven by 
innovation and technology, and evolutionary change driven by continuous improvement and 
traditional finance-driven cost pressure. CE3 Solutions is adept at both. We prefer situations 
where business imperatives, competition, or other dynamics create a constructive tension 
that requires revolutionary improvement. CE3 Solutions can help create the burning 
platform needed to stimulate radical improvements. We excel in advising in complex and 
urgent situations. 

 

CE3 Solutions Addresses Six Dimensions of Operational Performance 
● Customer Voice Integration — Systematic capture and analysis of customer feedback drives 

service design and exposes cost-generating process failures before they escalate. 
● Financial & Cost Clarity — Understanding the top 80% of costs — fixed, variable, and 

incremental — and their demand drivers enables targeted, sustainable cost reduction. 
● Process Standardization — Consistent, standardized processes across regions and business 

units reduce defects, training burden, and non-value-added work. 
● Technology Enablement — Automation, self-service, and integrated platforms reduce human 

touches, improve straight-through processing, and accelerate resolution. 
● Workforce Effectiveness — Empowered, well-trained employees with the right tools and 

feedback loops are the foundation of service quality and continuous improvement. 
● Leadership & Accountability — A performance culture with clearly linked KPIs, management 

routines, and ownership at every level sustains improvement over time. 
 

 
 

 



 
 

CE3 Solutions Approach: Operations and Service Optimization 
Practical, Integrated Diagnostic and Transformation 
CE3 Solutions begins every engagement with a rigorous, fact-based diagnostic that draws from 
financial data, customer intelligence, operational metrics, and direct observation. Our goal is to 
understand the current state with precision before recommending any change. 
 
Our diagnostic uncovers the root causes of cost and service challenges — not just symptoms. We 
examine what organizations say their policies and practices are versus what they actually do, and close 
the gap between intent and execution. 
 

Our Diagnostic Standard 
CE3 Solutions does not rely on surveys or interviews alone. We analyze actual financial 
statements, KPI histories, voice-of-customer data, organizational design, and real process 
flows. Our advisors bring decades of direct operating experience, enabling rapid pattern 
recognition and experience-calibrated benchmarking that generic consulting methods 
cannot replicate. 

 

Value Propositions in Detail 
Financial & KPI Review: Review existing financial data and Key Performance Indicators to understand 
costs, service quality, and employee satisfaction. Analyze current and historical financial statements 
with emphasis on understanding the top 80% of costs, their fixed, variable, and incremental nature, and 
the core demand drivers of each key cost category. 
Profitability & Competitive Analysis: Review profitability by product or service and by customer 
segment. Study or prepare comparative data on the client versus its top three competitors. Review the 
current Strengths, Weaknesses, Opportunities, and Threats assessment or create one with appropriate 
senior leaders. 
Voice of the Customer Analysis: Analyze current Voice of the Customer reports to identify issues 
driving costs and to surface critical broken processes or performance weaknesses. Determine which 
major processes cause the most customer complaints and prioritize accordingly. 
Workforce Capability & Empowerment: Identify gaps in training, tools, empowerment, technology 
speed, or access that create idle time, inefficient navigation, or unnecessary escalation and handoff. 
Understand current HR and employee relations issues and their impact on organizational performance. 
Organizational Design & Change Capability: Review the current organizational design and 
capabilities to ensure internal resources can drive the necessary change and appropriate improvement 
disciplines. Examine whether the right leadership, governance, and accountability structures are in 
place. 
Policy-Practice Gap Analysis: Identify inconsistencies between what the client says are its policies 
and practices and what the client actually can do and does. These gaps are among the most reliable 
predictors of service failure and unnecessary cost. 
 
 
 



 
 

CE3 Solutions Uniqueness 
CE3 advisors bring something rare in management consulting: direct, senior-level responsibility for 
running large-scale operations and service organizations at Fortune 500 companies. Our partners have 
not just advised on these transformations — they have led them, with accountability for results. That 
operational credibility allows CE3 to move faster, calibrate recommendations to reality, and earn the 
trust of client teams at every level. 
 

● Direct Operating Experience, Not Just Advisory Experience — CE3 advisors have 
personally managed the operations they now advise on, at scale and under real accountability 
for results. 

● Whole-System Thinking, Not Partial Solutions — CE3’s philosophy is that partial solutions 
produce partial results. Every engagement is designed to improve the full system 
simultaneously and sustainably. 

● Rapid Pattern Recognition and Calibrated Benchmarking — Decades of direct experience 
enable CE3 to identify root causes faster and recommend solutions grounded in operational 
reality. 

● Capability Building, Not Dependency Creation — CE3 does not leave clients with a report 
and a handshake. We build the internal capabilities, disciplines, and leadership confidence 
needed to sustain improvements long after our engagement ends. 

 

Integrated Thinking, Not Sequential Thinking 
CE3 Solutions advisors have personally managed the operations they now advise on — at 
scale, under pressure, with real accountability for outcomes. This is not advisory experience 
dressed up as operational expertise. Clients gain access to pattern recognition, 
benchmarking calibration, and implementation judgment that can only be built through direct 
operating experience — and that dramatically compresses the time to results. 

 

Four Integrated Dimensions of Value 
Operations and Service Optimization delivers value across four integrated dimensions that together 
form a robust foundation for sustained competitive advantage. 
 

Dimension Strategic Importance 

Customer Experience Systematic capture and integration of customer feedback drives service 
design, surfaces broken processes, and reduces the costs of poor 
quality before they compound into customer attrition. 

Cost Structure Clarity Understanding the true drivers of the top 80% of operational costs 
enables leadership to make decisions that produce lasting savings 
rather than recurring short-term cuts. 

Workforce & Process 
Capability 

Standardized processes combined with properly empowered, well-
trained employees reduce defects, idle time, and unnecessary 
escalation — creating a foundation for scalable, consistent service 
delivery. 

Leadership & 
Governance 

A high-performance culture with clearly linked KPIs, management 
routines, and accountability structures at every level ensures that 
operational improvements are sustained and continuously refined over 
time. 



 
 

CE3 Solutions Operations & Service Assessment Methodology 
CE3’s structured assessment examines the full operational ecosystem across ten diagnostic 
dimensions, each connected to the others. No dimension operates in isolation — CE3’s value is in 
seeing and solving for the whole system. 
 

Ten Diagnostic Dimensions of the CE3 Assessment 
● Financial & KPI Review — Review existing financial data and Key Performance Indicators to 

understand costs, service quality, and employee satisfaction. Analyze historical financial 
statements with emphasis on the top 80% of costs, their nature, and core demand drivers. 

● Profitability & Competitive Analysis — Review profitability by product/service and customer 
segment. Prepare comparative data versus top competitors and review or create a current 
SWOT assessment with senior leaders. 

● Product & Service Portfolio Review — Examine current offerings, their degree of 
standardization or customization, and sales and implementation processes. Understand typical 
new customer implementation defects and downstream cost implications. 

● Voice of the Customer Analysis — Analyze VoC reports to identify issues driving costs and 
surface critical broken processes or performance weaknesses. Prioritize which major processes 
cause the most customer complaints. 

● End-to-End Process Decomposition — Break the overall process into customer-oriented, 
end-to-end sub-processes, each receiving a fact-based cost, service, and operating risk review 
to drive meaningful results. 

● Demand Forecasting & Capacity Utilization — Evaluate the current demand forecasting 
process for accuracy and usefulness. Identify barriers (technology, training, culture) to more 
fully utilizing existing capacity and reducing idle time. 

● Workforce Capability & Empowerment Gaps — Identify gaps in training, tools, 
empowerment, and technology access that create idle time, inefficient navigation, or 
unnecessary escalation. Understand HR and employee relations issues impacting cost and 
service. 

● Organizational Design & Change Capability — Review the current organizational design and 
capabilities to ensure internal resources can drive necessary change. Examine whether the right 
leadership, governance, and accountability structures are in place. 

● Operational Disciplines & Resilience — Review routine operational disciplines including 
response to daily exceptions, contingency planning, and recovery capability. Identify where 
planning is theoretical versus actually executable under real-world conditions. 

● Policy-Practice Gap Analysis — Identify inconsistencies between what the client says are its 
policies and what the client actually does. These gaps are among the most reliable predictors of 
service failure and unnecessary cost. 

 

From Assessment to Action 
CE3 connects findings across all assessment dimensions into a unified picture of 
organizational performance. A weakness in forecasting affects staffing, which affects 
service quality, which affects customer retention, which affects revenue. CE3 advisors 
follow the chain — and recommend solutions that address root causes, not just symptoms. 

What CE3 Delivers 
CE3 Solutions’ recommendations are specific, evidence-based, and sequenced for practical 
implementation. Every engagement is designed to produce actionable outcomes, not just analytical  
 



 
 
artifacts. Recommendations are woven into a transformational roadmap with emphasis on delivering 
early results while building momentum for more aggressive change phases. 
 

● Enterprise Standardization — Standardize products, operations, and measurement across 
regions and business units. Organizational design changes are often recommended to 
accelerate change and create national process goal congruence. 

● Process Optimization — Apply lean engineering, automation, and customer self-service. 
Emphasize one-and-done servicing, speed as a driver of error and cost reduction, defect 
reduction, eliminating non-value-added work, and improving straight-through processing. 

● High-Performance Culture — Create and empower a high-performance culture with proper 
feedback loops across customer-oriented, end-to-end processes. Ensure leadership has the 
values and skills to meet the challenges ahead. 

● Root Cause Error Reduction — Identify cost-of-poor-quality rework factories and refocus on 
real root cause error reduction programs in coordination with process optimization efforts — 
eliminating the source of defects rather than managing their consequences. 

● KPI Alignment & Governance — Identify missing or unnecessary KPIs. Ensure metrics are 
effectively linked to customer needs, management and employee report cards, incentives, and 
the right business routines to drive improvement. 

● Organizational Structure & Leadership — Design the organization structure, capabilities, 
rhythms, and intensity to perform at a high level of execution excellence. Foster re-engineering 
and continuous improvement, and ensure accountability to general management business 
owners. 

● Transformational Roadmap — Deliver a sequenced roadmap emphasizing adoption and 
sustainability, early wins, and aggressive but achievable implementation schedules. Change 
management support is available to ensure speed, order, success, and sustainability. 

 

Conclusion 
When Operations and Service Optimization is working well, it unlocks compounding advantages: lower 
cost to serve, higher customer loyalty, stronger employee engagement, and a more resilient, scalable 
organization. These are not incremental gains — they are the foundation of sustained competitive 
advantage. 
 
CE3 Solutions brings the experience, methodology, and operational credibility to help clients achieve 
these outcomes — faster and more reliably than organizations attempting these transformations alone 
or with less experienced advisors. We excel in complex and urgent situations where the stakes are high 
and the margin for error is low. The goal is not dependency — it is a permanently more capable client 
organization. 
 
Contact CE3 Solutions to discuss how we can help. 
 
 
About CE3 Solutions 
CE3 Solutions, LLC is a boutique management consulting firm whose partners have collectively over 100 years of experience 
directly managing operational risk, customer experience, employee engagement, and operational excellence across numerous 
Fortune 500 organizations and institutions of all sizes. Learn more at www.ce3solutions.net. 
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