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CASE STUDY

Scaling Operations for
Sustainable Growth

Strengthening internal systems, streamlining processes, and building organizational
capacity to support long-term growth and efficiency.

PRACTICE AREA ENGAGEMENT DATE

Operational Excellence Advisory 2026

40% 30% STRONGER LEADERSHIP

ACCOUNTABILITY

OPERATIONAL EFFICIENCY GAIN LOWER ADMINISTRATIVE COSTS

OVERVIEW

As growth accelerated, the organization's internal systems began to lag behind its ambitions. Momentum had
brought new programs, new staff, and rising expectations, but the infrastructure behind day-to-day operations
had not scaled at the same pace. Leadership sought a partner who could translate that momentum into a
stable operating foundation, one built to support long-term growth without exhausting the people and
processes carrying it. This engagement focused on aligning systems, workflows, and organizational capacity
with the scale the organization's next stage demanded, using CCG's Catalyst Growth Journey™ methodology
to move from diagnosis to a durable, self-sustaining operating model.

IN THIS CASE STUDY

01 THE CHALLENGE

What growth exposed about the organization's internal systems and capacity.

02 THE STRATEGIC RESPONSE

How CCG partnered with leadership to design a scalable operating foundation.

03 OUR APPROACH

The Catalyst Growth Journey™ — the seven-phase methodology applied throughout.

04 RESULTS & IMPACT

The outcomes and lasting capacity the organization gained from the engagement.
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The Challenge 02

Growth had outpaced the systems built to support it.

Momentum had brought new programs, new staff, and new opportunities, but the organization's internal infrastructure
had not scaled alongside it. Processes that worked well at a smaller size were beginning to strain under added volume
and complexity, and the gap between the organization's ambitions and its operating capacity was widening.

Much of the organization's day-to-day operation depended on the knowledge and effort of a small number of
individuals. As demands grew, that reliance became a liability: work slowed when key people were unavailable,
onboarding new staff took longer than it should, and leadership had limited visibility into how work was actually getting
done across teams. A closer look at daily operations surfaced four interconnected patterns.

PROCESS FRAGMENTATION

Workflows had developed organically over time, often shaped by whichever staff member happened to own a task
rather than by a documented, repeatable process. The same type of work might be handled differently from one
department to the next and even within the same team from one project to the next, making it difficult to train new staff,

hand off work during transitions, or trust that a process would produce the same result twice.

CAPACITY & WORKLOAD STRAIN
As the volume of programs and initiatives grew, so did the workload carried by existing staff, but headcount, tools,

and systems had not kept pace. Team members were increasingly pulled into work outside their core roles simply to
keep operations moving, leaving less time for the strategic work that had originally driven the organization's growth.

LIMITED VISIBILITY

Leadership had little consistent insight into how work was actually progressing across departments. Status updates
were often informal, performance data lived in disconnected spreadsheets or in individual staff members' heads, and
there was no shared way to see where bottlenecks were forming until they had already caused a delay.

CONCENTRATED DECISION-MAKING

Because so much institutional knowledge sat with a small number of senior staff, most operational decisions, even
minor ones, required their direct involvement. This created a bottleneck at the top of the organization and left the
broader team without the authority or the tools to resolve day-to-day issues on their own.

“Growth had created real opportunity — but it also exposed how much the organization's daily
operations depended on individual effort rather than shared process.”

KEY INSIGHT
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The Strategic Response

WHERE WE FOCUSED

A stronger operating foundation turns
growth into sustainable momentum. 0]GOVERNANCE & DECISION RIGHTS

Clarified who owned which decisions so day-to-day

issues no longer required escalation to senior
This engagement centered on the systems and structures behind the leadership.

organization's day-to-day operations rather than any single program or
initiative. CCG worked alongside leadership to evaluate existing workflows, ()2STANDARDIZED PROCESSES

identify points of strain, and design processes built to scale. Documented core workflows into shared, repeatable
processes that produced consistent results

Priorities were aligned across departments, roles and responsibilities were ~ regardless of who was doing the work.

clarified, and new systems were introduced to support consistency and

capacity as the organization continued to grow. ()3CAPACITY PLANNING
Built a clearer picture of team workload so
Rather than layering new tools onto old habits, the response focused on leadership could plan staffing and priorities around

rebuilding the underlying structure, so that future growth would strengthen actual capacity.

the organization instead of straining it.
()APERFORMANCE VISIBILITY

Just as important as the systems themselves was how the change was Introduced shared reporting so leadership and staff

introduced. CCG worked to bring staff into the process early, so that new Cou_ld see how work was progressing without relying
on informal updates.

workflows reflected how people actually worked rather than being imposed

from the outside, a distinction that shaped whether the changes would stick

()5CHANGE MANAGEMENT
Supported staff through the transition with training,
documentation, and open channels for feedback as
new systems took hold.

after the engagement ended.

“Sustainable growth isn't about doing more — it's about building systems that can carry more.”

KEY INSIGHT
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Our Approach 04

THE CATALYST GROWTH JOURNEY™ — PHASES 1-4

CCG applies the Catalyst Growth Journey™ — our seven-phase methodology — to every engagement. Each phase
builds on the one before it, turning strategy into infrastructure the organization can sustain long after the engagement
ends. The first four phases are detailed below; the remaining three continue on the following page.

Discover
The engagement began with a structured assessment of the organization's current systems, workflows, and

capacity. Rather than relying on assumptions, CCG worked directly with staff at every level to understand
how work actually got done, not just how it was supposed to happen on paper.

— Conducted stakeholder interviews across departments and leadership levels
— Mapped existing workflows and identified where they broke down

— Reviewed current tools, systems, and reporting practices

Design

With a clear picture of the current state, CCG worked with leadership to design a roadmap for the
organization's future operating model, one built around its actual growth trajectory rather than a generic
best-practice template.

— Defined standardized processes for core operational workflows
— Clarified roles, responsibilities, and decision rights across teams

— Prioritized changes based on impact and organizational readiness

Develop

Strategy alone does not change how an organization operates day to day. This phase focused on building
the internal capabilities, the tools, documentation, and staff skill sets, needed to put the new operating
model into practice.

— Built process documentation and standard operating procedures

— Developed internal tools and templates to support new workflows

— Prepared staff training materials tailored to each team's role

Deploy

New systems only create value once they are actually in use. CCG supported the organization through a
structured rollout, pairing new workflows with hands-on training and a clear transition plan so staff could
adopt change with confidence.

— Rolled out new systems and workflows on a phased timeline

— Delivered hands-on training sessions for staff and team leads

— Provided direct support and troubleshooting during the transition
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THE CATALYST GROWTH JOURNEY™ — PHASES 5-7

Demonstrate

As new systems took hold, CCG worked with leadership to track adoption and measure early performance
gains — turning anecdotal impressions of improvement into shared, visible evidence of progress.

— Established baseline and follow-up check-ins on key workflows
— Surfaced early wins to build staff confidence in new systems

— Adjusted processes based on real usage and staff feedback

@ Deliver
Lasting value depends on what remains after the engagement ends. This phase focused on embedding the
tools, roles, and review rhythms the organization would need to sustain its new operating model
independently.

— Assigned internal ownership for each new process and system
— Established a recurring cadence for reviewing performance

— Handed off documentation and training materials for ongoing use

0 Distinguish
With a stronger operational foundation in place, the organization was positioned to grow deliberately —
taking on new opportunities with the systems and capacity to support them, rather than reacting to growth
after the fact.

Positioned the organization to pursue growth without added strain

Strengthened credibility with funders, partners, and stakeholders

— Established infrastructure built to scale alongside future ambitions

Together, these seven phases moved the organization from a reactive, individual-dependent way of operating to a
structured, scalable one — built not just to resolve today's operational strain, but to support whatever growth comes
next.
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Results & Impact

The organization emerged from this engagement with stronger infrastructure, clearer workflows, and the operational
foundation needed to support continued growth without compromising quality, capacity, or staff wellbeing. Within the
first measurement period following implementation, the engagement produced a 40% increase in operational efficiency,
a 30% reduction in administrative costs, and a marked shift toward stronger leadership accountability.

AREA BEFORE AFTER

Process Consistency Workflows varied by team, and often by Standardized processes documented and
individual shared across departments

Staff Capacity Team members stretched across ad hoc Workload aligned to defined roles and realistic
responsibilities capacity

Leadership Visibility Status tracked informally, if at all Shared reporting gives leadership a

consistent view of progress

Decision-Making Most decisions required senior leadership Clear decision rights let staff resolve day-to-
involvement day issues directly

Onboarding New staff relied on informal knowledge New staff supported by documented
transfer processes and training materials

Leadership Outcomes were hard to trace back to a Clear ownership and reporting rhythms tie

Accountability specific owner outcomes to individual leaders

40% 30% STRONGER LEADERSHIP

ACCOUNTABILITY

INCREASE IN OPERATIONAL REDUCTION IN ADMINISTRATIVE e et s ers] st

EFFICIENCY COSTS < ' e
rhythms gave leadership ownership

Standardized workflows and clearer Streamlined systems and eliminated over outcomes at every level.

processes cut wasted time and redundancies lowered the cost of

rework across teams. running day-to-day operations.

Beyond the systems themselves, leadership gained clearer visibility into how work moves through the organization, and
staff gained defined processes to rely on rather than institutional memory. The 40% efficiency gain and 30% cost
reduction reflect the compounding effect of standardized processes, right-sized capacity, and clearer decision rights
working together — while defined ownership and a recurring review cadence gave leaders at every level clear
accountability for outcomes in their area.

What This Case Demonstrates

Build systems before growth demands them

Align operations with long-term strategy

Pair efficiency with sustainable capacity

Give staff processes to rely on, not institutional memory
Bring staff into the design process so change is built to stick
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ABOUT US

About Catalyst Collective Group

Catalyst Collective Group (CCQG) is a strategic growth and business development advisory firm that helps
organizations build the partnerships, positioning, and operational capacity required to scale outcomes. We
support nonprofits, government agencies, educational institutions, healthcare organizations, foundations, and
mission-driven businesses with solutions that include executive strategy, partnership development, operational
excellence, revenue diversification, and community impact planning—ensuring growth is aligned, measurable,

and sustainable.

Our mission is to transform ideas into investment, partnerships into progress, and vision into measurable,

sustainable impact.

Catalyzing Growth. Building Influence. Creating Legacy.

CATALYST COLLECTIVE GROUP

Strategic solutions. Measurable impact

GENERAL CASE STUDY « 07





