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CITIZEN SERVICE AND 
THE NEED FOR THE 
CX MATURITY MODEL
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U.S. citizens have higher customer service 
expectations than ever before, thanks to the rise of 
fast, simple online experiences in the commercial 
space. And yet, for a variety of reasons, the federal 
government has not kept pace with the private 
sector.

As a result, the lack of attention to the citizen 
experience (or “CX”) is adversely affecting citizens’ 
view of government. Customer satisfaction ratings 
for the public sector are at their lowest point in 16 
years, according to the recently released American 
Customer Satisfaction Index. The government ranks 
slightly higher than poorly regarded Internet and 
cable providers in terms of their responsiveness to 
constituent needs. 

Clearly, change needs to happen in the government. 
And while it may not be easy, it is possible.

The HighPoint CX Maturity Model offers a step-
by-step process for public sector agencies to truly 
evolve. This evolution is necessary—not just to reach 
the level of customer service that constituents have 

come to expect from their dealings with the private 
sector, but also to obtain the service level they 
deserve as citizens of a democratic government.
 
As executives conduct an internal evaluation 
of their agencies, they will find themselves in 
different places along the CX Maturity Model. 
It does not matter whether an agency is starting 
from an Ad Hoc approach, is already working 
on channel Optimization, or is somewhere else 
along the continuum. It is more important that 
agencies recognize the need to evolve their citizen 
experience journey. Once that recognition happens 
and resources are in place to support change, the 
agency’s own journey toward CX maturity can begin.

This book can help guide organizations along that 
journey. In it, agency representatives can examine 
each step of the CX Maturity Model in detail. 
Executives will also find implementation-ready 
suggestions to help agencies evolve their thinking, 
goals, and practices to become more focused on the 
citizen journey. 
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UNDERSTANDING: TAKE 
A LOOK INWARD AND 
CRAFT A VISION

The first step agencies need to take 
to improve their service levels is to 
understand the importance of citizen 
experience to their mission. Agencies 
also need to identify the gaps that 
exist in making service execution 
match citizen expectations. With 
that understanding, a vision for the 
future of citizen service efforts can 
be established and communicated.

Improving citizen service is not a 
technology issue (though there are 
tools that can help); it is a people 
and process issue. The focus on 
citizen experience has to start with 
leadership engaging the members 
of its organization, which in turn 
will create a citizen-first mentality. 
Until leadership understands 
and embraces the impact citizen 
experience has on its mission, little 
can be done to effect change. 
With this understanding and focus, 
processes can begin to change.

First, leadership must develop and 
communicate a preliminary vision 
and goals. Employees will embrace a 
citizen-centered vision and mission. 
It is likely the spirit of public service 
that drew them to the job and 
seeing that spirit embraced and 
modeled by leadership will be a huge 
motivator.

Organizational

Understanding

Awareness of the 
importance of CX, high-
level vision, general clarity 
on citizen needs/wants; 
emerging leadership, 
commitment to change

High-level CX strategy 
demonstrating awareness 
and identifying pilots for 
optimization of CX

Basic technology tools, no 
formal infrastructure or 
standards to measure CX

Data is inconsistent, poorly 
organized, and weak

Provided only when 
requested and limited to 
basic data
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To develop an actionable vision, leaders need to 
determine what specifically needs to change in 
the citizen experience. Leaders need to look at 
the data they have, such as call center reports 
detailing number of calls, call resolution rates, 
satisfaction levels, and perceived difficulty of 
resolving issues. Agency staff should also watch 
social media to see what is being said about the 
agency and its service. While this feedback may 
not be directed to the agency, knowing what 
people are saying is critical in determining areas 
of focus.

Examples of a citizen-centric vision:

We will treat our citizens’ issues as if they 
were our own.

Our relationships with our citizens will 
positively transform their lives and our 
world.

Agency leaders need to put themselves in the 
shoes of their constituents. Who are those 
constituents? Why do they contact the agency? 
What other agencies in government do they also 
interact with? What are they thinking and feeling 
as they interact with the agency? This is often 
called journey mapping and is a critical step in 
understanding how best to serve constituents.

It is also critical to talk to the service employees. 
What frustrates them? What do they wish 
they could do better? What is working well? 
Combining this feedback with the data on 
current citizen experience and sentiment should 
begin to paint a picture of where the gaps in 
service are and what needs to be done to better 
meet citizen expectations.

Changes introduced as ideas in this initial phase 
often include modifying or creating new tools 
and training programs, implementing quality 
monitoring systems, and issuing general process/
system changes. It is also important to use the 
research on the customer journey to set metrics 
that will measure the areas where customer 
expectations and experience are the most 
divergent.

These changes should not be done across the 
entire organization all at once. Before beginning 
the implementation of changes, agency 
leadership should look for areas where a new 
policy or tool can be piloted. Focus on a single 
channel, touchpoint, or program.

This first step, Understanding, is critical. 
Incremental changes can be effectively planned 
by understanding the impact better citizen 
experience can have on a mission. After 
undertaking this exercise of understanding, the 
agency should:

Have a clear and meaningful citizen-centric 
vision to help guide the effort

Clearly understand and empathize with 
citizens and know their service needs and 
wants

Have a strategic direction for the citizen 
experience effort

Recognize the current state of the agency 
and what needs to be addressed
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OPTIMIZATION: FOCUS ON 
A SINGLE CHANNEL AND 
USE METRICS

Once an agency has completed the 
research required to understand 
its citizens, shifts its focus toward 
fulfilling their needs, and is 
committed to serving citizens with 
a citizen-centered vision, the real 
transformational work can begin. But 
where to start?

Though the phrase “citizen 
experience” is used all the time, 
agencies do not really implement 
it in a way that creates a citizen-
centered cultural shift. That 
shift—putting citizens’ needs and 
expectations at the center of all that 
agencies do—will build trust and 
confidence in government. 

To enhance channels of 
communication for CX, agencies 
have to assess the ways current 
channels are meeting or not meeting 
citizen expectations and needs. 
They also have to assess how 
communication methods have met 
expected service levels and where 
the agency would like to be in the 
future. Once the agency identifies 
those metrics, it can create an action 
plan with measurable goals and 
hold the performing organization 
accountable through multiple 
metrics.

Metrics should measure the citizen 
journey, not just a single touchpoint 
in a single channel. For example, a 

Optimization
Channel

Local/isolated service 
cultures, emerging 
champion leaders, clarity 
on customer journey, 
needs/wants for individual 
channels defined

Implementing business 
processes, quality processes, 
KPIs and CX measures on 
individual channels

Standards defined and 
technology implemented 
to optimize experience and 
analytics within individual 
channels

Data is usable but in 
functional or process silos; 
limited analysis is done

Operational reporting 
for measurement of 
efficiency and compliance, 
development of a data 
dictionary 
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first-call resolution (FCR) statistic should measure 
how often citizens feel their issues are resolved 
after a single contact, whether that contact is 
a call or an email. In practice, FCR can mean a 
number of different things.

In some agencies, a call might be considered 
resolved if it is transferred to another division 
for processing because in that silo, it has been 
resolved. But that way of thinking does not keep 
the citizen experience in mind. The call may be 
over, but the issue isn’t resolved at all.

FCR can also be measured externally (which 
may be a more effective gauge), where citizens 
determine whether their issues were resolved 
at the first touchpoint. External methods of 
determination include post-call surveys and end-
of-call scripts.

While FCR is only one metric, it has proven 
critical.

Studies indicate that for every percent increase 
in FCR, agencies find a corresponding 1 percent 
increase in citizen satisfaction. 

With fewer calls coming in, resources can be 
diverted to other efforts.

Once metrics are decided and goals are set, 
accountability and visibility to those goals should 
be built into the action plan. Everyone in the 
specific communication channel has to buy into 
change to make it happen. As changes occur in 
that specific channel, the agency moves toward 
citizen-centric practices that can be replicated in 
other communication channels. A cultural shift 
only happens when there are no more silos and 
the whole agency puts the citizen first.

It is critical to keep in mind that any agency 
serves a huge cross-section of citizens, all 
of whom have varying levels of comfort 

with individual channels of communication. 
Sometimes, well-meaning but misinformed 
decision-makers believe they are optimizing 
citizen experiences by shifting the volume of 
citizen touchpoints from traditional channels to 
digital channels. While some citizens might be 
most comfortable reaching out or responding 
to an agency digitally, such as by email or social 
media, others prefer to rely on more traditional 
channels, such as call centers or postal mail.

If an agency does not meet citizens where they 
are and respect their preferences, they don’t 
understand the reasons behind Optimization 
in the first place. They have to remember that 
the mission is to improve citizen experience 
within the agency. An agency that is focused 
on creating a citizen-centered experience will 
deliver information, assistance, services, and 
relationships people must have in a way that 
works best for citizens—not for agencies. 

Sometimes, despite CX advocates’ most ardent 
commitments to making effective changes, 
the direct authority, funding, and governance 
required to execute a big-bang approach to CX 
transformation may remain out of reach. In those 
cases, it’s best to focus on incremental changes 
within limited parameters. Focusing on a single 
channel allows the agency to test ideas, fail 
gracefully and safely, learn from that failure, and 
gain allies who can influence the agency as the 
effort moves forward.

As agencies assess the citizens’ needs and learn 
from their goals, metrics, and results, they should 
understand which channels need improvement 
and which channels have been working well. This 
effort is called omnichannel management, and 
it should be essentially invisible to citizens. The 
best-in-class omnichannel management systems 
allow citizens to choose among communication 
options when they need to contact an agency.
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CROSS-CHANNEL 
INTEGRATION: MATCH USE 
CASE TO CHANNEL AND 
RESPECT CITIZENS’ CHOICES

Today’s citizens live in a digital 
world and want their service choices 
to reflect that world. They want 
service to be accessible anytime, 
anyplace, through their preferred 
communication channel. They 
expect channels of communication 
to operate seamlessly; to be 
integrated across all platforms so 
that all conversations, information, 
and context flow together, creating 
a unified experience. For federal 
agencies, meeting those citizen 
expectations can be a tall order, but 
it is critical to find ways to integrate 
digital channels—web portals, email, 
and social media accounts—into a 
citizen engagement strategy to begin 
to meet those expectations.

As agencies seek to implement 
and fine-tune their use of digital 
channels, they need to make sure 
the digital presence mirrors or is in 
tune with the processes of offline 
channels. Before agencies rush to 
utilize Twitter, Facebook, Instagram, 
or other social media accounts, they 
should keep in mind that citizens 
still prefer picking up the phone 
to talk to a person. According to a 
recent Forrester Research report, 
“using postal mail or a phone to 
interact with agencies was much 
more popular than Facebook, mobile 
apps, or Twitter, with the latter only 
hovering at about two percent.” 

Integration

Cross-Channel

Cultural change plans to 
align HR systems developed 
and HR systems support 
cross-channel change; 
leadership and employee 
engagement across 
channels

Processes replicated within 
and across multi-channels 
and processes established 
at interfaces to ensure a 
seamless citizen experience

Technologies implemented 
to ensure cross-channel 
integration and data 
analytics

Beginning to create a 
centralized data repository 
to identify trends

Operational reporting for 
benchmarking and decision 
making, multi-dimensional 
analysis, and dashboards
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Digital is buzzy, but it is only one part of an 
integrated citizen engagement strategy.

As with any other channel for citizen 
engagement—postal mail, contact center, or 
in person—agencies must collect and examine 
data surrounding citizen touchpoints to make 
informed decisions about their channels. In 
general, matching channel to use case is good 
practice.

For example, are citizens frequently calling 
an agency for information that could readily 
be posted online, such as hours of operation, 
mailing address and so forth? Or, if that 
information is already on a website, is it readily 
accessible or easy to navigate to?

Using a descriptor, such as “Application to Renew 
a Passport,” says a lot more to the public than 
calling a form “DS-82 OMB.” It signifies not only 
the name and intent of the form, but also that 
the agency is putting people first by actually 
considering how to present the information to 
citizens in an understandable and meaningful 
way. These references need to be standardized 
across all channels so that someone calling in 
asking to “renew a passport” is pointed to the 
“renew a passport” section on the website, rather 
than “Form DS-82 OMB.”

Agencies must remember that sometimes 
digital channels aren’t the best fit for certain 
communication. When examining data from 
existing touchpoints, agencies can also look at 
where traditional channels are currently serving 
individuals in ways that digital channels simply 
cannot. Are there complex or personal issues that 
citizens will have difficulty with by typing into a 
web form? After all, only two percent of citizens 
are using Twitter to engage with agencies.

It’s not easy to tell a whole story in 140 
characters.

Those issues should clearly be directed to a call 
center or in-person facility.
 
If people begin their communication with the 
agency online, they expect all of that background 
to carry over to the in-person interaction. No 
one wants to tell his or her story more than once. 
If agencies implement digital channels without 
integrating them into a larger omnichannel 
engagement strategy, they risk losing the good 
will they’ve built up by showing an understanding 
and appreciation for the complexity of the issue.

A Gartner report titled, “Magic Quadrant for 
Contact Center Infrastructure” found that 77 
percent of citizens use more than one channel 
when seeking service. Many organizations are 
delivering a multichannel service experience, 
but that does not mean they are delivering 
an omnichannel experience. The consensus 
among analysts is that the real challenge facing 
service organizations is providing a consistent 
experience across all channels. The only way 
to attain this seamlessness and consistency 
is to address the citizen experience in total, 
examining all the touchpoints together as part 
of a journey. By focusing on citizens and their 
journey to complete a task, the interaction with 
an organization can feel a lot more personal and 
be more effective.

Channel integration, then, is about much 
more than implementing the latest digital 
communication channels for citizens to use when 
contacting agencies. It is about meeting the 
citizen where they “live.” True integration comes 
about when agencies consider the citizen journey 
as a whole—deeply examining data from all 
touchpoints, deriving insight from that data, and 
making smart decisions about which channels 
might serve citizens in the best way. 
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TRANSFORMATION: 
REFINE THE VISION AND 
TEST IT

While the Optimization and 
Integration steps both encourage 
agencies to focus on particular parts 
of their organizations—namely, the 
very specific ways they interact with 
citizens—Transformation requires 
agencies to again look at their 
organizations through a larger lens. 

Transforming an agency’s culture 
is a slow process. It begins with 
what might feel like tiny, quick-
hit wins in isolated parts of the 
agency. Transformation builds on 
those quick-hit successes to create 
positive feelings of change that 
resonate throughout the agency. 
While agency leaders must be 
committed to the change, making it 
happen is not a result of a top-down 
declaration, and it absolutely cannot 
come from a compliance mentality, 
where service providers feel they 
must change because they are told 
to. True agency transformation can 
only occur when team members 
believe that they are part of the 
change and that they are changing 
because it is the right thing to do.

Cultural transformation starts with 
the agency-wide vision for citizen 
experience that was created in 
Understanding. This vision should 
be reexamined and refined in 
Transformation. It should be both 
aspirational and inspirational and 
has to be created by people from 

Organizational

Transformation

Mission, vision, values 
aligned to systems, 
processes and tools across 
the organization; all levels 
engaged and committed 
to citizen-centered service 
culture

Processes are automatic 
but are also subject to 
continuous improvement 
and innovation

Technologies support 
and align the culture of 
organization with a citizen-
centric focus

Data is integrated, accurate, 
and common in a central 
warehouse viewable by 
stakeholders

Strategic reporting, 
segmentation, statistical 
analysis, and people models 
enable insights into root 
causes
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all parts of the agency, including representatives 
answering citizen calls in the contact center, 
those responding to queries online, the C-suite 
executives, and more. Having representation 
from all agency members plays a part in 
creating a common vision for citizen experience, 
establishes ownership, and ensures that the 
vision can be executed.

After a vision is created, agency members need 
to step back and take a look at current cultural 
values and assumptions under which it operates. 
Do those values and assumptions, including the 
use of language, tools, space, processes, and 
habits, represent the new vision the agency 
is working toward? The vision and the actual 
work must be aligned for transformation to 
happen. If the processes the agency has been 
operating under no longer fit with the new 
vision and values, it’s time to establish new ones. 
Where processes cannot be changed (for any 
number of reasons), the vision and values can be 
modified to fit different circumstances across an 
organization.

Once a vision is created, and values and 
assumptions supporting that vision are 
established, the agency should find a small 
place to test its new vision, values, and 
assumptions. 

This includes any new tools or processes it 
acquired along the way. Sometimes that small 
place is a single channel or a single process 
within the agency. An ideal test involves a part 
of the agency that has the intrinsic energy to 
transform and is willing to embrace the new 
values associated with the overriding vision for 
the agency.

If the test with a small process or single channel 
is successful, the agency should build momentum 
by repeating those small tests and celebrate 
successes as it achieves manageable goals. The 
continued success and gathered momentum will 
build confidence in agency members outside the 
testing ground and allow those newly confident 
agency members to become influencers and 
spokespeople for the new vision, values, and 
processes. Repeat and repeat, until all levels and 
segments of the agency have been transformed.

Transformation is not a quick and easy process—
nor is it for the faint of heart. But the benefits 
agencies gain when their culture is transformed 
are second to none. The citizen is finally at the 
heart of every mission, values are celebrated 
instead of treated as afterthoughts, and no 
one at the agency feels like a cog in a machine 
or a worker on an assembly line. Each agency 
member understands his or her task and the 
context of his or her role. Members understand 
why they matter to the agency, and more 
importantly, why they matter to citizens.

When an agency’s culture has truly transformed, 
citizens will notice. They may tell their friends 
and neighbors about the small changes they’ve 
witnessed—reduced time on hold at the contact 
center, more focused interactions, quicker 
problem resolution, friendlier, and so forth.

Once citizens have experienced the results of 
Transformation in one agency, they’ll begin to 
expect the same results from all their interactions 
with government agencies. 
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CONNECTION: 
COLLABORATE ACROSS 
AGENCIES AND SHARE 
BEST PRACTICES

The final step in improving the 
citizen journey is Connection, or 
cross-agency collaboration.

What does cross-agency 
collaboration look like? On the 
surface, for citizens, collaboration 
can mean getting the same answer 
to the same question, even when 
contacting two different agencies.

Government agencies are 
intertwined in the way they serve 
citizens; interagency connection 
is the next logical step in putting 
citizens at the center of the 
CX journey. For example, the 
implementation of the Affordable 
Care Act created tax implications 
for citizens. If citizens contact 
representatives from the U.S. 
Department of Health and Human 
Services (HHS) or the Internal 
Revenue Service with questions, 
they should get the same response 
to the same question. In its 
purest, citizen-facing sense, that’s 
connection.

Similarly, the Social Security 
Administration, in its Open Data 
initiative, is sharing its data sets 
while safeguarding personal 
information. Recently updated data 
sets include information about how 
many people needed extra help with 
the HHS-run Medicare prescription 
drug plan. The connection between 

Cross-Agency

Connection

Values and systems
aligned to collaborate
across agencies; proactive
leadership seeks to make
cross-agency partnerships

Processes replicated across
agencies and established
interfaces to ensure
seamless experience

Technology allows seamless
exchange of information
and communication across
agencies and channels,
and enables broader data
analytics

Relentless search for new
data and metrics to improve
CX

Development of predictive
models, scenario planning,
risk analysis and mitigation,
integration with strategic
plan
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these two federal agencies will hopefully lead 
to mutually beneficial insight that will ultimately 
help the citizens that both agencies serve.

Connection, then, is about proactively reaching 
out to other agencies to ensure consistency, to 
share information, and to provide a seamless 
experience for citizens.

Achieving that connection among agencies is 
one of the most difficult parts of improving the 
citizen experience.

Further complicating matters, much agency 
work is completed through contractors, all of 
whom have their own approaches to executing 
specific jobs. Interoperability among contractor-
run systems doesn’t factor into most contracts 
written for government work. However, 
if agencies begin to write interoperability 
requirements into requests for proposals, 
contractors will have to start providing services 
that foster connections among agencies. To 
improve the citizen experience, procurement 
specialists need to include requirements for 
connection and system interoperability into their 
solicitations.

Beyond coordinating within their own 
organization, government agencies must pinpoint 
where they provide overlapping services with 
another agency. Communication, coordination, 
and collaboration between those groups is 
absolutely vital to a positive citizen experience. 
To make these connections among other 
agencies, agency leaders can take a number of 
steps to foster connections:

1. Become a proactive leader. In addition to 
identifying and solving critical issues, proactive 
leaders listen and understand. That might feel 
passive and reactive, but it is actually very 
proactive. Leaders can ask questions to help 
connect their agency to others that serve the 
same citizens, such as, “Which other agency 

might need to be involved in making this 
decision?” and “How will this decision impact 
other agencies?” Proactive agency leaders who 
value interagency connection realize that “active” 
doesn’t mean “immediate.” Connection won’t 
happen in six months; it’s a long-term journey.  

2. Find helpful contacts. Figuring out whom to 
contact to make connections can be difficult. 
Groups such as the American Council for 
Technology—Industry Advisory Council can 
help create initial connections among agencies 
by creating networks with which to build 
relationships. Additionally, the General Services 
Administration (GSA) is providing leadership 
and setting the tone for other agencies. It saw 
the need for more effective customer service in 
government before other agencies and is leading 
the conversation by providing examples of 
connection and creating playbooks.

3. Share data. The designers, developers, and 
product specialists who comprise 18F within the 
GSA are working to develop MyUSA, a digital 
data warehouse for citizens. MyUSA will merge 
data from the GSA, the Department of Homeland 
Security, the Small Business Administration, 
and the Department of Labor, improving citizen 
experiences with these agencies. This type of 
collaborative data warehouse is one example of 
connected data and relationships forming among 
federal agencies to improve citizen experience.

Connection, then, is the final and most 
challenging part of the citizen journey. It happens 
with the realization that there is one government 
serving the people—not a bundle individual 
agencies. This broader thinking will lead to 
empowerment of service employees and new, 
better-connected technology, and processes. 
This connection, while difficult to achieve, 
can have the most positive impact on the 
citizen experience and citizens’ attitude toward 
government.
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Understanding.
Optimization. 
Integration. 
Transformation. 
Connection. 
 

Each part of the Maturity Model is a vital step in 
helping agencies transform into modern, citizen-
centered organizations that work together. Just as 
each agency serves a different purpose in citizens’ 
lives, each agency’s journey will be different. The goal 
for every journey remains the same: providing citizens 
with consistently excellent service via their choice of 
communication channel and integrating with other 
agencies to provide a seamless citizen journey.

Change at any level can feel daunting. But taking 
changes one step at a time—starting small with a clear 
vision and building on tiny successes—can begin to 
transform even the most entrenched agencies. 

To learn more about how HighPoint Global can 
transform your agency into a citizen-centered 
organization, contact: cx@highpointglobal.com
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