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Executive Summary 

Artificial intelligence is no longer a future consideration—it is a present competitive imperative. 
Organizations that move thoughtfully and decisively will differentiate their customer experience, 
reduce operational costs, and empower their people. Those that delay or experiment without 
structure risk falling behind or, worse, damaging the customer relationships they have worked years 
to build. 

 

CE3 Solutions brings a deeply informed point of view on contact center operations, workforce 
strategy, and customer experience design—developed through extensive engagement with industry 
experts and practitioners and leadership experience managing large-scale transformation. This 
paper presents our perspective on how service organizations can adopt AI responsibly, effectively, 
and with measurable results—by prioritizing governance, data integrity, employee engagement, and 
a proven starting point: Agent Assist. 

 

CE3 Core Belief 

The best first use of AI in service environments is Agent Assist—placing AI alongside your 
human team so agents can override, correct, and refine AI outputs in real time. This approach 
accelerates learning, protects customers, and builds the institutional knowledge base that 
makes AI progressively smarter. 
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1.  Why Act Now — and Why Act Carefully 

AI adoption in customer-facing environments is accelerating across industries. Large language 
models, conversational AI, and intelligent automation now offer capabilities that, just three years 
ago, would have required enterprise-scale investment. The barrier to entry has dropped 
dramatically—but the risks of poor implementation have not. 

 

A rushed or ungoverned AI deployment can produce confident-sounding wrong answers, erode 
customer trust, and create legal and regulatory exposure. CE3 Solutions believes the path forward 
is neither reckless speed nor cautious inaction—it is structured acceleration, built on a foundation of 
Responsible AI Innovation. 

 

Responsible AI innovation is the practice of designing, developing, and deploying AI systems 
so they are: 
 

• Ethical and fair  

• Transparent and explainable  

• Safe and reliable  

 

• Accountable  

• Respectful of human rights and 

autonomy  

 

Responsible AI Innovation becomes real through governance + engineering + culture: 

• Principles & commitments  

• Governance structures  

• Lifecycle controls  

• Technical practices  

• Human oversight  

• Monitoring after deployment    

 

Responsible AI innovation is further explored in Section 6 of this document. 

2.  Accelerating Adoption: Hire Experience, Don't Reinvent 

The fastest and most cost-effective path to AI adoption is to partner with a firm or contractor who 
has already done it. Organizations that attempt to build AI capabilities in-house from scratch face 
long learning curves, expensive trial-and-error, and the risk of deploying solutions that look good in 
a demo but fail in production. 

 

Before selecting a partner, organizations should assess their own AI readiness. By leveraging the 
Responsible AI Innovation Framework and associated readiness Assessment an organization can 
understand their state of AI maturity.   A partner can accelerate deployment, but certain internal 
capabilities determine whether that deployment will hold. Key dimensions are identified in the 
Responsible AI Innovation Framework and Assessment and include:  

• Data management discipline — is your customer and interaction data clean, accessible, and 
consistently maintained?  
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• AI governance capability — do you have the ownership structures and review processes to 
manage AI responsibly, or will they need to be built from scratch?  

• Change management bandwidth — does leadership have the capacity and credibility to 
drive this transition alongside other priorities?  

• Knowledge management maturity — is your operational knowledge documented and 
current, or will significant work be required to build the knowledge base the AI depends on?  

 

Understanding your starting point shapes both how you select a partner and how you sequence the 
work ahead. When evaluating AI implementation partners, CE3 recommends prioritizing: 

 

• Demonstrated deployment history in comparable service environments—not just technical 
expertise, but operational experience 

• Knowledge of contact center workflows, escalation paths, and quality assurance processes 

• Understands and subscribes to Responsible AI Innovation principles and disciplines. 

• A clear methodology for data governance, testing, and ongoing model refinement 

• Transparency about limitations, failure modes, and how to measure outcomes 

• Experience managing employee transitions, including retraining and change communication 

• A willingness and history of transferring knowledge to their clients, a willingness and history of 
transferring knowledge to your organization—building up your team for long-term self-
sufficiency rather than ongoing dependency. 

3.  Transparency with Employees: A Non-Negotiable 

 

CE3 Solutions believes in a simple principle: tell your people first, tell them the truth, and give them 

a meaningful role in the process. 

 

Why Transparency Works 

Employees who understand the purpose of AI—and who are given a role in refining it—become 
advocates rather than resistors. Their on-the-floor knowledge of what customers actually ask is 
irreplaceable. Treat them as partners in the deployment, not recipients of a system change. 

 

• What the AI is designed to do—and what it is explicitly not designed to do 

• How it will change day-to-day work, honestly and specifically 

• What it means for job security, with clear statements about your current plans 

• How employees can flag errors, submit feedback, and influence how the system evolves 

• What training and support is available before, during, and after rollout 

4.  Think Like a Disruptor: Reimagine Experience Before You Automate 

AI does not just improve the economics of existing processes. It opens delivery models that were 
not previously possible: proactive outreach before a customer realizes they have a problem, hyper-
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personalized guidance that adapts in real time, resolution flows that eliminate the steps customers 
have always tolerated but never wanted. The organizations that will define the next competitive 
standard in service are not the ones that automate their current contact center—they are the ones 
that reimagine what a service experience could be. 

 

The same discipline applies to employees. AI should not simply shift workload or monitor 
performance more granularly. At its best, it removes the parts of the job that drain people—
repetitive lookups, scripted responses to common questions, manual documentation—and frees 
them for the work that requires human judgment, empathy, and relationship. Organizations that 
design for employee experience alongside customer experience will outperform those that treat 
workforce impact as a secondary concern. 

 

This discipline matures over time, accelerated by three things: early AI project success (which 
changes what people believe is possible), talent infusion (which breaks anchoring to current-state 
thinking), and an externally curious attitude. Competitors are moving. Leading AI vendors release 
capabilities on a pace that makes last year’s roadmap obsolete. What they deploy does not stay 
invisible- customers experience it elsewhere and bring new expectations to your service interaction. 

 

CE3 Solutions recommends our clients become externally curious, if they are not already. This 
external intelligence shapes both what is achievable and what customers will come to expect. When 
you combine that external awareness with a genuine understanding of your own customers’ needs, 
you have the raw material for service innovation, not just service improvement. 

5.  Organizational Assessment: Sizing the Opportunity and the Risk 

CE3 Solutions recommends evaluating potential AI use cases across three dimensions. Customer 
impact: how often does this interaction occur, how sensitive is the customer, and what is the cost of 
failure? High-frequency, low-sensitivity interactions—routine inquiries, account lookups, status 
updates—are strong early candidates; emotionally charged or high-stakes interactions should wait 
for proven AI performance. Employee impact: does this use case reduce cognitive load and free 
agents for higher-value work, or will it generate resistance that slows adoption? Cost and 
complexity: what is the effort-to-value ratio, and how does sequencing this use case now enable 
harder, higher-value opportunities later? Scoring use cases across all three dimensions produces a 
prioritized opportunity map. 

6.  Responsible AI Innovation: The Foundation of Trustworthy AI 

Responsible AI innovation means creating AI systems in ways that are ethical, safe, transparent, 
and accountable, while actively managing risks and proving that technology behaves responsibly in 
real-world use.  

 

Responsible AI Innovation consists of ten dimensions that represent critical areas of organizational 
capability.  CE3’s Assessment is performed against these ten dimensions and assesses the level of 
current organizational maturity. 
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Ten Dimensions of Responsible AI Innovation (RAII): 

 

1. Strategic Alignment & Purpose: The organization must know why it is using AI and what 

“responsible innovation” means in its context. 

2. Governance & Accountability: RAII requires structures that ensure oversight, decision rights, 
and compliance. 
 

3. RAII Risk Management: Innovation must be paired with rigorous risk controls. 

 

4. Data Protection, Privacy and Quality: RAII depends on trustworthy data. 

5. Engineering Quality & Change Management: RAII is not just policy — it’s engineering 

discipline. 

6. Human Oversight & User Experience: RAII ensures humans remain empowered, not 

replaced. 

7. Culture, Ethics & Skills: RAII succeeds only when people know how to use AI responsibly. 

8. Operational Readiness and Excellence: RAII supports Operational Readiness and 

Excellence 

9. External Transparency & Trust: Mature organizations demonstrate RAII to customers, 

partners, and regulators. 

10. Procurement & Vendor Management: Evaluates readiness to procure AI responsibly and 
manage external partners. 
 

CE3 Solutions believes that Governance and Accountability is the most important dimension for 

achieving long-term AI strategic success. 

AI without governance is liability. Good AI governance is not bureaucratic overhead—it is the 
structure that allows you to move fast with confidence. CE3 recommends a governance framework 
built on four pillars: 

6.1  Ownership and Accountability 

Designate a clear AI owner with authority over deployment decisions, quality standards, and the 
ability to pause or roll back a model when issues arise. A senior operation or CX leader is often the 
right choice. 

6.2  Closed Data and Curated Knowledge Bases 

For customer-facing deployments, AI must be grounded in a closed, curated, organization-specific 
knowledge base—not the public internet. This means building and maintaining proprietary 
knowledge that reflects your actual policies, products, and procedures; restricting external sources; 
establishing a regular review cycle; and logging queries that fall outside the knowledge base so 
gaps can be filled. 
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6.3  Model and Output Review 

No AI system should go live without staged testing: shadow mode (AI answers generated but not 
shown), side-by-side agent review, then phased rollout before full deployment. 

6.4  Ongoing Monitoring and Escalation 

AI performance drifts over time. Build in regular monitoring cadences—weekly during rollout, 
monthly thereafter—and a clear escalation path when the AI surfaces something wrong, harmful, or 
off-brand. 

7.  High-Quality Testing: Don't Skip This Step 

Inadequate testing is the most common cause of failed AI deployments. CE3 recommends a multi-
layer protocol: adversarial testing with edge cases and intentionally ambiguous inputs, domain 
expert review of AI responses against policy, regression testing when the knowledge base is 
updated, and load testing before any broad rollout. 

 

Test Type What It Measures 

Knowledge accuracy testing Does the AI answer correctly on your core 
product and policy content? 

Edge case and adversarial testing What happens when customers ask unusual, 
hostile, or out-of-scope questions? 

Tone and brand voice review Does the AI reflect your brand voice and 
escalate appropriately? 

Latency and load testing Does performance hold under real-world call or 
chat volume? 

Regression testing after updates Do model updates introduce new errors in 
previously stable areas? 

Blind testing by experienced agents Would a trained agent trust and act on this 
output? 

 

8.  Protecting the Customer Experience 

A single bad AI interaction—a confidently wrong answer, an inappropriate escalation, an insensitive 
response to a distressed customer—can undo significant brand equity and, in regulated industries, 
create legal exposure. CE3 recommends treating customer experience protection as a non-
negotiable design constraint, not an afterthought: 

 

• Building hard stops for high-stakes interactions—billing disputes, complaints, health-related 
questions, and expressions of distress should always route to a human 

• Setting explicit confidence thresholds below which the AI defers rather than guesses 

• Designing AI responses that acknowledge uncertainty rather than fabricating an answer 
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• Ensuring customers always know how to reach a human and that the path is easy 

• Monitoring customer satisfaction and resolution rates separately for AI-assisted vs. human-
only interactions 

 

8.1  Starting with the Right Customers: Early Adopter Segmentation 

Even with strong governance and tested AI, not every customer is an equally safe first audience. 
The simplest segmentation signals are behavioral: customers who already use self-service 
channels—apps, online portals, automated IVR—have demonstrated comfort with technology-
mediated interaction. Demographic signals such as age can supplement this, though as one factor 
among several. As customer knowledge deepens, channel preference data, self-service completion 
rates, and propensity modeling can be combined into increasingly precise segmentation, refined 
continuously as outcome data accumulates. 

 

The practical implication: in early phases of the rollout, AI-assisted interactions should initially be 
routed to customers who match early adopter profiles. Customers who prefer agent-only interaction, 
or whose history suggests lower digital comfort, should remain on the human path until the AI has 
demonstrated consistent performance. This approach protects brand trust, generates cleaner 
outcome data, and gives the AI system the best possible conditions to succeed early. 

Closing: Confidence Over Speed 

AI will reshape service organizations. The question is not whether to adopt it, but how to do so in a 
way that earns the trust of your customers, your employees, and your leadership. That requires 
expertise, governance, transparency, and a starting point that keeps humans in the loop while the 
technology—and your organization—matures. 

 

CE3 Solutions is ready to help you move forward with confidence. We bring transformation 
leadership experience, a point of view built through deep engagement with experts and 
practitioners, and the honest counsel to help you get this right. 

 

To learn more or schedule a working session, contact CE3 Solutions. 

www.ce3solutions.com 


