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Long lines, red tape, confusing websites and
wasted afternoons. These descriptions have
all been used to define interactions with

government agencies.

Although true, they don't tell the whole story.
There are pockets of innovation where the

experiences that government provides meet or

exceed what private companies offer - some of

which we highlight in this guide.

That's quite a feat for government agencies,
considering that customer experience (CX)
has long been tied to the delivery of goods
and services in the private sector. Successful
business owners understand the value of
keeping customers - and employees - happy

by consistently providing quality experiences.

For this guide, we define CX as the sum of

all interactions over time that people and
businesses have with an agency. Think beyond
that contact center call or the portal on the
website to renew licenses. CX is bigger than
a website, strategy or individual’s title. Every
employee plays a role, and it must be a central
part of their job function and your agency’s
overall mission. When that happens, internal
and external engagement improve, processes

are streamlined, and time and resource savings

become a reality.

Government’s Customer Experience Playbook

But where should agencies start in their

journey to better CX?

In this guide, we offer practical tips to improve
CX from government experts who are leading
the charge at small, medium and large agencies.
We also explore how legislation such as the

21st Century Integrated Digital Experience Act
(IDEA), the President’s Management Agenda
(PMA), state and local customer-focused
legislation, and technology advancements are

driving better CX across government.
You'll learn:

- What's new in the CX landscape across
federal, state and local governments.

- The core functions of a successful CX
program and how agencies are applying
them.

- How to assess the maturity of CX efforts at
your agency and more.

Before we dive in, let's start by defining CX

and reviewing what’'s new in government.




One of government’s unique aspects is that Sum of all interactions in different places, via different
employees wear dual hats. On one hand, they are channels, and over time.

service providers - charged with assisting the public How customers feel about your business or agency.
in various ways, whether that's filing for student aid
or requesting trash collection services.

But employees are also customers. For example,
they rely on internal IT departments to ensure that
they have the necessary resources to do their jobs. CUSt9mer
Whether you are on the giving or receiving end of Experlence
those services, a key aspect of these interactions
that government employees must take ownership of
is the overall experience.

The General Services Administration’s newly
launched Customer Experience Center of
Excellence (CoE) explains what CX, or customer
experience, entails and how it differs from customer
service. The Customer Experience CoE is one of
five GSA-housed IT Modernization Centers of
Excellence focused on accelerating modernization
efforts through close collaboration between the
government and private sector. To better assess Source: coe.gsa.gov
the maturity of CX efforts at your agency, check out
the CX Self Assessment at the end of this guide.

At a specific time, place and channel.
It’s the help you get. It's reactive.

“Customer Experience (CX)
is defined as the sum of all
experiences a customer has

"A CX strategy should not
be yet another independent
initiative developed in a

silo. A CX strategy should
be customer-focused and

with your organization. Since
government is often a sole-
source service provider (e.g.,

baked into how government there’s only one place to pay

conducts strategic planning taxes, or get a driver's license),

and have meaningful mission

CXis even more importantin

achievement measures.” the public sector than in other

organizations.”
Senior Administration Official, Office of

Management and Budget DigitalGov

Government’s Customer Experience Playbook


https://coe.gsa.gov/coe/customer-experience.html
https://coe.gsa.gov/coe/customer-experience.html
https://digital.gov/resources/customer-experience-toolkit/
https://coe.gsa.gov/coe/customer-experience.html

What’'s New in Federal Government CX?

Federal agencies have been measuring customer satisfaction since at least 1993, when President Bill Clinton

issued an executive order focused on that and setting customer service standards. However, “benchmarking

results across agencies has not been possible because each agency has used its own instrument,” according to
the Office of Personnel Management. Here's what's different now:

CXin the President’s Management
Agenda:

As part of the PMA and associated Cross-Agency Priority
goals, federal agencies are zeroing in on improving CX with
federal services. The overarching objective is to “provide a
modern, streamlined, and responsive customer experience
across government, comparable to leading private-sector
organizations,” and the administration has laid out a roadmap
with milestones and status updates at Performance.gov. The
team leading the governmentwide CX efforts is also evaluating
“inclusion of customer experience measures in appropriate
executive performance plans or agency performance goals.”

Measuring CX:

Agencies are tasked with identifying their highest-impact
customer journeys - using customer volume, annual program
cost and/or knowledge of customer priority as weighting
factors - and selecting touchpoints or transactions within
those journeys to collect feedback. The Trump administration
is also focused on creating publicly available CX performance
dashboards that show how government agencies are
performing in key areas, such as overall customer satisfaction,
quality and employee helpfulness.

Uptick in mobile users:

The rise of mobile users and how to best serve them should be

a priority for agencies, if it isn't already. Citing the U.S. Digital
Analytics Program, Jacob Parcell, Acting Director of GSA's
Innovation Portfolio, said that 2019 is the first year that more

than 50 percent of sessions on government websites were mobile
users. Government websites on average now handle more than 20
million users daily, he added, with about 48 percent of traffic on
federal websites coming from mobile devices.

Legislation elevates digital experience:

In terms of legislation, lawmakers have made a strong tie
between the role technology plays in CX through the passage
of 21st Century IDEA. President Trump signed it into law
December 2018, and it set requirements for federal website
modernization and digitization of government forms and
encourages acceleration of electronic signatures. GovLoop
sat down with the author of the legislation, which we feature
more extensively in the next section.

Government’s Customer Experience Playbook

Sample CX Survey

1. |am satisfied with the service | received from
[Program/Service].

© © © © ©

strongly disagree neutral agree strongly
disagree agree

. This interaction increased my confidence in
[Program/Service].

© © © © ©

strongly disagree neutral agree strongly
disagree agree

OR: | trust [Agency/Program] to fulfill our
country’s commitment to [population].

© © © © ©

strongly disagree neutral agree strongly
disagree agree

. My need was addressed.

© © © © ©

strongly disagree neutral agree strongly
disagree agree

. It was easy to complete what | needed to do.

© © © © ©

strongly disagree neutral agree strongly
disagree agree

. It took a reasonable amount of time to do
what | needed to do.

© © © © ©

strongly disagree neutral agree strongly
disagree agree

. I was treated fairly.

© © © © ©

strongly disagree neutral agree strongly
disagree agree

Employees | interacted with were helpful.

© © © © ©

strongly disagree neutral agree strongly
disagree agree

Source: ,QE’I’fOmeI’ICE’.QOV


https://www.opm.gov/policy-data-oversight/data-analysis-documentation/employee-surveys/buy-services/customer-satisfaction-survey/
https://www.performance.gov/PMA/Presidents_Management_Agenda.pdf
https://www.performance.gov/CAP/action_plans/FY2018_Q3_Improving_Customer_Experience.pdf
https://digital.gov/dap/
https://digital.gov/dap/
https://www.govloop.com/making-the-most-of-your-mobile-moment/
https://www.performance.gov/cx/

OMB’s CX guidance & updates:

In addition to the PMA, federal agencies are implementing
first-of-its-kind CX guidance from the Office of Management
and Budget (OMB). The goal is to “institutionalize the
fundamental building blocks of CX across federal high-impact
service providers,” such as the Internal Revenue Service,
Centers for Medicare and Medicaid Services, and Citizenship
and Immigration Services.

These high-impact service providers operate the government’s
most critical digital services on which millions of people
depend. The expectation is that they will serve as examples
for other agencies. (We will discuss the new OMB guidance

in further detail in the "Core Function of a Successful CX
Program” portion of the guide.)

OMB'’s CX guidance attempts to categorize the types of
government services and agencies, such as the Transportation
Security Administration and the Occupational Safety and
Health Administration, which are not typically viewed as CX
organizations but rather more compliance-based.

The governmentwide team focused on elevating CX, which
includes representation from OMB, is also working with
agencies to standardize clearance or approval templates to
conduct CX-related activities, which are subject to Paperwork
Reduction Act requirements. The 1980s law was designed
to reduce the total amount of paperwork burden the federal
government imposes on private businesses and citizens
through activities such as qualitative customer research,
gathering customer feedback data, and conducting service
and digital product testing. The standards are expected to
ease the burden on conducting those activities.

D
a1

American Customer Satisfaction Index
(ACSI) Federal Government Report 2018:
The American Customer Satisfaction Index (ACSI) federal
government model includes four key drivers of citizen
satisfaction: the quality of information, customer service,
timeliness and ease of government processes, and usefulness
of government websites. ACSI results are reported on a scale
of 0 to 100. Satisfaction with federal services fell 1.1 percent
in 2018 to 68.9 but remains at its second highest level

since 2008. The survey was conducted before the 35-day
government shutdown, so any impact from that will show up in
the 2019 survey. Read the full report here.
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https://www.theacsi.org/images/stories/images/govsatscores/19jan-Gov-report-2018.pdf

Salesforce is for
Government

The world’'s #1 CRM Platform
transforms and modernizes
agency missions, simplifies
operations, and gives every
Ccitizen fast and easy access
to critical services.

Learn more at Salesforce.com/government

salesforce



http://salesforce.com/government

Industry Spotlight

Why Customers’ Needs Should Drive

Modernization Strategies

An interview with John D. Conley, Regional Vice President for Public Sector,

State and Local at Salesforce

Transforming the way governments serve the public is
about more than choosing the right technologies. This level
of change requires agencies to rethink how they engage
their customers - from citizens and external partners to the
frontline employees assisting the public.

They first have to understand their customers - what they
need and how they'd like to interact with government
services. These insights are what drive modernization and
help agencies find the right tools to effectively cater to the
unique needs of their customers.

In a recent interview with GovLoop, John D. Conley,
Regional Vice President for Public Sector, State and

Local at Salesforce, explained that establishing the right
modernization pathways to improving digital services -
whether it's a mobile app or 311 phone system, for example
-leads to the greatest mission impact. Many agencies today
are benefiting from the customer-relationship management
solution that Salesforce provides, but they're also using this
powerful platform to break down silos and unite teams to
deliver personalized engagement.

“Having better customer engagement means that you're
assisting people on their timeframe in a location that is
convenient to them, including mobile,” Conley said. “So,
whether that's a self-service channel or social media
assistance, having that engagement directly corresponds to
an agency’s program or mission impact.”

“Having better customer engagement
means that you're assisting people on their

timeframe in a location that is convenient to
them, including mobile.”

Better engagement can also increase compliance in certain
instances. For example, a growing number of governments
are using chatbots to provide round-the-clock assistance to
customers. These automated bots can help them initiate any
necessary paperwork for the services they need or answer
questions about a process and what they're required to do.

But one of the biggest hurdles that prevents agencies from
fully embracing better CX through improved technology
delivery is a legacy mindset.

“For the last 20 years, it was expected that customers went
to a brick and mortar facility because they had to get their
picture taken, or an agency needed a wet ink signature,”
Conley said. “But technology has now evolved to the point
where all of those requirements can be handled via the
computer, but that legacy mindset of in-person transactions
still exists.”

As technology evolves, government should be an incubator
for innovation. For example, through partnerships with
Salesforce, government entities have built out their 311, or
call center, capabilities to empower citizens to connect with
the government about various issues. Salesforce is also
joining forces with cities to modernize their social safety

net programs in a way that puts the citizens’ needs first.
That means considering the customer journey and their pain
points, as well as the fact that mobile options are no longer a
nice-to-have but an expectation.

When it comes to CX, agencies must pick the right platform
that gives them the flexibility to unify teams across the
organization and collectively improve customer experience,
Conley said, and that's what's driving government
collaboration with Salesforce.

“All agencies have customers, and the goal should be to
provide the best possible service and engage them early and
often throughout the process,” Conley said.

Customers are the lifeblood of
government organizations, and to
better serve the public, agencies
must understand their pain points
and how technology can drive better
services and engagement.

Government’s Customer Experience Playbook
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What's New in State & Local

Government CX?

Although there is not a uniform movement across state and local governments to improve CX, various efforts
are underway. Laws such as 21st Century IDEA do not apply to state and local governments, but that hasn’t

stopped them from forging their own paths.

For example, several states - Illinois, New Jersey, Oregon and Utah - have made strides to improve the digital
experience for residents. New York City and Washington, D.C., are among the local governments making
strides in CX. We've highlighted some of the legislation and initiatives below:

lllinois

HB0816 would amend the Department
of Innovation and Technology Act and
require each state agency to submit

a plan to improve the provision of
digital services, including modernizing
websites and enhancing the use of data
analytics, by July 1, 2020.

New Jersey

The 21st Century Integrated Digital
Experience Act is aimed at modernizing
state government websites and

would require agencies to develop

an IT modernization improvement

plan to improve digital services. The
bill calls for intuitive and adaptive
electronic forms, electronic signatures,
mobile-enabled websites, and digital
processes and workflows.

New York City

BetaNYC's Digital Roadmap was formed
to “share NYC's past success in digital

and tech initiatives and simultaneously
‘spur’ the development of the city's
tech scene” by focusing on internet
access, open data, engagement,

open government and industry. As

of fall 2017 14 of the ideas in the
original roadmap were drafted into
legislation, nine were made law, and an
additional nine became public-private
partnerships.

Oregon

SB 240 would direct state agencies to
use electronic records and electronic
signatures by July 1, 2020.

Utah

launched a statewide Customer
Experience program in July 2018. It's
expected to save the state money by
promoting more in-house research and
consolidating CX programs on a single
platform.

Washington D.C.

Grade.DC.gov strives to improve
customer experience at participating
D.C. government agencies by collecting
feedback through a website and
through comments posted on social
networking sites like Twitter to form

a grade for each agency. The goal is
access to customer opinions to help
government agencies improve CX.

GovLoop also spoke with state and local leaders around the country to learn about CX priorities. Here's what they said:

“We'll be moving off of some of our
legacy mainframes - moving them into
the cloud - in the next few years. We'll
be seeing some artificial intelligence
systems, including chatbots and phone
bots, being used to improve customer
service, and more of these state-of-
the-art emerging technologies being
used, including blockchain, and more
diffusion of mobile apps. And so,
there’s no lack of opportunity - while
we keep it all safe, of course.”

Theresa Szczurek, CIO, Colorado

Government’s Customer Experience Playbook

“If [residents] have to come in to City
Hall, that's not being efficient and
effective for the customer. And so,
you're now able to download and fill
out forms online, pay for things online,
which has been very, very helpful.
Really, technology push has been a big
thing for me in developing customer
experience.”

Tara Campbell, Mayor, Yorba Linda,
California

“We rolled out the mn.gov website,
which basically changed the way that
our customers, our citizens, are able to
interact with their state government.
And so being able to intuitively find
what you're looking for, to be able to
shop from home for that fishing license,
or to find out what the hours are of

the Department of Motor Vehicles, to
understanding where your local officials
are, all that's now consolidated in one
place ... It's about accessibility.”

Johanna Clyborne, former Commissioner
and CIO, Minnesota


http://www.ilga.gov/legislation/101/HB/10100HB0816.htm
https://www.njleg.state.nj.us/2018/Bills/A9999/5161_I1.HTM
https://www.njleg.state.nj.us/2018/Bills/A9999/5161_I1.HTM
http://nycroadmap.us/
https://olis.leg.state.or.us/liz/2019R1/Measures/Overview/SB0240
https://www.prnewswire.com/news-releases/state-of-utah-launches-statewide-customer-experience-program-with-qualtrics-to-better-serve-its-citizens-300686978.html
https://www.prnewswire.com/news-releases/state-of-utah-launches-statewide-customer-experience-program-with-qualtrics-to-better-serve-its-citizens-300686978.html
https://grade.dc.gov/about

Here are some examples of how
governments at all levels are
using Twitter to engage with their
customers and provide insightful
information and services.

ﬁ]" Hl.m?ar? .E‘fervices Dept.
| SeattleHSD
@SeattleHSD and @SeattleParks have
opened a 24 hour warming shelter at Garfield
Community Center. Priority is to serve
families with children but all are welcome.
Open through Monday morning, February
11th.

Winter Response
SEVERE WEATHER SHELTER For FAMILIES

GARFIELD COMMUNITY CENTER
2323 E. Cherry Street
Seattle, WA 98122

Open 24 hours
Friday Night, February 8" through
Monday Morning, February 11th
Priority will be given to families with children and people living

in vehicles. General population also welcome.
Limited services will be provided.

Referral forms are NOT required

City of Yorba Linda

S

OC law enforcement and fire dispatch
centers, including @0CSDYorbalinda &

@OCFA_PIO, are now equipped with Text-to-

911: View info on the City website:
yorbalindaca.gov/CivicAlerts.as.....

Yorba Linda, CA
p— Orange County Public Safety Agencies Launch Text-to-211

| Follow )

.45 PBGC Pension Benefit 2
#QOTD: Which PBGC service would you like
to use on your mobile device? Have
feedback? Please direct it to
Opengov@pbgc.gov.

Follow ~

#0penGovWeek
pbgc.gov/open/index

A\

OPENGOV

WEEK

@ Travel - State Dept @ o y
Planning an international trip? Make sure
you're prepared by packing the essentials
and visiting travel.state.gov/destination
before you go.

WHAT TO PACK

The essentials when traveling abroad

/a -
Visit travel.stafe.gov/destination to leam more, @
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LinkedIn Learning
IS Now available!

Unlock access to 10,000+ on-demand courses
to help you learn more and achieve success.

Quality Content
Taught by experts in your field
35+ new courses a week

Personalized Curation
Get course recommendations based on the most
in-demand skills for your unique role

On Your Schedule
Available anytime, anywhere (download the app!)

m LEARNING

wITH Lynda.cCOmM CONTENT

Visit LinkedIn.com/Learning


http://linkedin.com/learning

Industry Spotlight

Learning and Development Grow as Priorities for
Agencies to Keep Employees Engaged

An interview with Joey Zumaya, Manager of Public Sector at LinkedIn Learning

There are 168 hours in a week. For the average worker, about a
quarter of those are spent in an office - which, in government,
can sometimes be limited in terms of staff and technology.

That's a lot of time to put up with a situation that's inefficient
- both for the people themselves and government, which is
constantly looking for ways to maximize its workforce. And yet,
because of shifting demands in workforces and technology,
that's often what happens.

But it doesn’t have to be that way. GovLoop recently
interviewed Joey Zumaya, Manager of the Public Sector

at LinkedIn Learning, about how talent developers in
government can maximize workforce engagement and mission
outcomes. LinkedIn Learning is a training management and
measurement platform that offers thousands of courses.

“In order to effectively serve citizens, your workforce has to be
competent at the technology, processes and skills needed to
do so” Zumaya said.

Uniquely challenging to government, millennials and baby
boomers often share the same office space and perform
similar jobs, but have very different technology skills and
expectations. While one might find a 2008 word processing
interface outmoded, another might find it newfangled.

“In order to effectively serve citizens, your
workforce has to be competent at the

technology, processes and skills needed to
do so.”

This skills and communication gap that persists in government
can directly seep into employee engagement and outward-

facing customer experience (CX), slowing response times and
leading to inconsistent responses.

Talent developers need to identify these skills gaps and
address them. Government executives, therefore, should
make learning and development (L&D) a priority for agencies,
and offer more autonomy to talent developers to select and
implement the best programs.

They are. The good news is that despite tightening budgets
across many agencies, 43% of talent developers surveyed

in a recent LinkedIn Learning report said they expected an
increase in funding. Furthermore, 59% spend more on online
learning than they did three years ago.

Traditional email marketing has been a productive tool for
engaging employees, but agencies can still struggle to reach
managers and understand specific needs.

That's where online L&D comes in, offering better reach

and precision. Online dashboards can communicate areas of
strength and weakness to show managers and employees a
clear path to improved performance with recommended courses.

LinkedIn Learning provides a central hub for online
learning, where 50 new courses are added every week.
That same platform also pinpoints skills gaps and tracks the
effectiveness of prescribed courses.

The result is greater than content and productive employees.
A more connected, complete workforce helps governments
alleviate strains and strengthen CX.

“When government agencies think about shifts in technology
and generations, there's a little bit of anxiety and a little

bit of risk perceived,” Zumaya said. "But we see that there's
much more reward than risk.”

An engaging L&D program can prepare agencies for better engagement
when given organizational constraints, such as shortages in staff, budget

and modern technology.

Government’s Customer Experience Playbook
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https://learning.linkedin.com/resources/workplace-learning-report#key-findings

Get Smart Quick: Implementing 21st

Century IDEA

Public-facing federal websites and digital services
can often lack the features and accessibility afforded
by their private-sector counterparts. A new law
strives to change the status quo by promoting

modernization of government agency technology and
previously non-digital, paper-based processes.

21st Century IDEA aims to increase efficiencies

by promoting data-driven, secure, personalized

and mobile-friendly websites. The law establishes
minimum standards for federal websites and
encourages agencies to digitize manual processes
and accelerate the use of electronic signatures. As of
April 2019, agencies were awaiting implementation
guidance from OMB and specifics on website design
standards from GSA.

Rep. Ro Khanna, D-Calif., introduced the bill in
May 2018. It passed the House on Nov. 29 and the
Senate on Dec. 11 before Trump signed it into law
Dec. 20, 2018.

Rep. Khanna answered questions about 21st
Century IDEA in an interview with GovLoop.

GovLoop: What were the driving factors that
prompted this legislation?

Khanna: | wanted to make sure that when every

American interacts with their government, they

have a positive experience. Too many folks felt their
experiences with government were outdated and not user-
friendly: websites felt clunky, forms needed to be printed out,
signed and then faxed. We also know that digital interactions
in federal agencies can save the taxpayer tremendous amounts
of money. In the IRS, for example, in-person interactions cost
over $40 on average, while digital transactions cost just $0.22
on average. The technology to make these experiences better
and cheaper exist, and | felt that as the member of Congress
who represents Silicon Valley, | was in a unique position to
bring some of these innovations to our federal government.

Government’s Customer Experience Playbook

What were some challenges you faced pushing
this legislation forward? How did you tackle or
overcome those challenges?

Khanna: We found a great coalition of supporters across
party lines to help move this legislation. At the time,
Democrats were in the minority, and thus structurally it was
challenging to move legislation. Working with key Republicans
like John Ratcliffe and Rob Portman helped us overcome that
obstacle, though.

What will some short term and long-term
successes look like?

Khanna: I'm confident that federal agencies will meet the
requirements that are in this bill. Success will be the American
citizen feeling that there is no difference between interacting
with the private sector and government.

What impact will this have on the workforce and
the citizens they serve?

Khanna: This legislation will make it easier for the federal
workforce to serve citizens. A lot of these changes will
streamline the interaction that Americans have with their
government.

What’s next?

Khanna: It is up to each executive agency’s Chief Information
Officer to oversee the implementation of this law. There is
some interest in putting the IDEA bill requirements on the
FITARA [Federal Information Technology Acquisition and
Reform Act] scorecard, so we will explore to see if that is the
best way to keep track of the progress. If not, we will look at
other ways to ensure compliance. | look forward to working
with OMB and the White House Office of American Innovation
to ensure the requirements of the law are met. | serve on

the Oversight [and Reform] Committee and the Government
Operations Subcommittee that has jurisdiction over this
legislation. | have great trust in Chairman [Gerry] Connolly

to conduct proper oversight over the implementation of this
legislation. We will be able to do oversight to make sure these
changes are made so we can better serve those we represent.


https://www.govloop.com/training/21st-century-idea-act-will-transform-gov-services/
https://www.congress.gov/bill/115th-congress/house-bill/5759/text

21st Century IDEA Act Checklist

Electronic Website

Signatures

Implementation Guidance
from OMB

As of April 2019, agencies were awaiting guidance from OMB
on how to implement the law. The legislation calls on CIOs to
oversee aspects of the law, including coordinating internal
and external CX programs and providing guidance for digital
service delivery, but a senior administration official stressed
that CX will not fall squarely on the shoulders of federal ClOs.

“Everyone in an organization is responsible for CX,” the official
said. “CIOs are a critical strategic partner in the federal effort
to raise our customer experience maturity. Technology helps
make many of our improvements happen, but CX is more than
the service delivery mechanism.”

How USCIS Takes a 21st-
Century Approach to the
Online Experience

The U.S. Citizenship and Immigration Services (USCIS) is heavily
invested in accessible, mobile-friendly online tools and is well
positioned to align with 21st Century IDEA’s requirements.

USCIS sees its mission as empowering individuals to navigate
their immigration journey in a way that best meets their needs,
Courtney Winship, Chief of the Digital Services Division, Office
of Citizenship and Applicant Information Services at USCIS,
said during a February 2019 GovLoop online training. Each

Modernization

Digitize Government
Services and Forms

month, more than 25 million visitors interact with the agency’s
digital tools, and the agency’s case management tool alone
receives 350,000 visits a day.

For example, visitors use the agency's online resources to find
relevant information about their case status, change their address
and calculate potential fees associated with their application.

To meet users’ needs, Winship and her team work to
understand their challenges using journey maps and to create
a personalized experience. This helps build trust and show
individuals that “you're not just a file moving from office to
office, but you are an individual and a person that the agency
is interacting with,” she said.

Creating a user-centric experience is a key tenet of 21st
Century IDEA and something Winship holds in high regard.

In the past six to eight months, her division merged to form a
cohesive unit and brought together employees focused on the
website, online self-service tools, accounts for online filings,
content and design, and opportunities to integrate with
contact center staff.

“We are really aiming to create that 360-view and help people
navigate more smoothly,” she said. The agency aims to take a
mobile-first approach and ensure it complies with Section 508
of the Rehabilitation Act, which requires that federal IT, such
as websites, be accessible to individuals with disabilities.

In anticipation of OMB's implementation guidance, Winship
said the agency is considering success metrics to identify gaps
and areas of improvement when it comes to adopting digital
tools. USCIS is also working with the Federal Web Managers
Council in hopes of sharing opinions that can shape future
website standards.

Government’s Customer Experience Playbook
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https://www.govloop.com/transforming-digital-services-with-a-21st-century-idea/
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4,200 Organizations
across the globe use Granicus
every day fo improve government

200 MILLION

citizens in the Granicus Network:
subscribed to receive targeted
government communications.

40 OF THE 50

most populous U.S. cities use
Granicus fools including New York,
Chicago & Los Angeles.

5 MILLION+

government legislative media
files are being accessed by
citizens.

transparency and engage cifizens.

Empowering
Modern Digital
Government

Granicus provides the first civic
engagement platform empowering
government organizations at
every level to build stronger
relationships with citizens. With
comprehensive cloud-based
solutions for communications,
government website design, digital
services, meeting and agenda
management software, and
records management, Granicus

connects government with people.

Take the first step. Contact us to sef up a meeting at info@granicus.com.
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Industry Spotlight

A Citizen-First Mindset Drives Better

Government Services

An interview with Angy Peterson, Vice President for Digital Engagement Services at Granicus

Across government, citizen-facing services are undergoing
an evolution - from merely providing information online

to delivering timely and personalized experiences to the
public. But as agencies roll out and enhance their digital
capabilities, they must find ways to engage with the people
who need those services most and in the ways that best
meet their needs.

The key is understanding who those individuals are and how
they interact with government services.

In a recent interview with GovLoop, Angy Peterson,

Vice President for Digital Engagement Services (DES) at
Granicus, explained how a citizen-first mindset drives
improved government services. Granicus is a leading provider
of cloud-based solutions that empower governments to
better serve citizens.

For any organization, the stakes for delaying improvements
to digital services are high, Peterson said, citing an internet
trends report that found 82% of consumers stopped doing
business with an organization after a bad digital experience.
Executing a quality digital engagement plan is key to keeping
citizens and customers informed and empowering them to
access the services they need.

In Michigan, for example, the state's Department of Education
partnered with DES to launch a strategic email and text
message campaign, aimed at raising participation in its free
summer meals program. This led to more than 3.6 million
served meals in 2016, up from 3.1 million in 20715.

The ultimate goal for agencies is targeted engagement
at lower costs. Budget constraints are common across

government, so officials need to be cost-effective and
demonstrate the impact of their proposed initiatives, Peterson
said, “If you can’t measure it, you can’t improve it.”

That's why agencies must find ways to be more strategic
and think big picture - even in the midst of managing large,
programmatic efforts. “They must be able to still respond
and react to the day to day fires that come up.” The answer?
Implement an engagement strategy.

“Granicus helps clients get clear on their goals, and helps
them better understand their citizen audiences,” Peterson
said. They can also help map an agency’s ideal citizen journey.

“It's really that citizen-first mindset that

s a difference.

This journey includes reviewing touchpoints or steps that
individuals take when they interact with an agency, from
search engines to sign-up forms to different integration
points on their website.

“For one large federal agency, we took their email list from
20,000 to eight million in a year and a half, which is huge
growth,” Peterson said. “That was because of the digital
engagement services used.”

Acquiring a citizen-first mindset is achievable for governments
at all levels. When agencies start thinking like their audience
and determining who they are, what they need, and how they
can reach them, then they can maximize that knowledge to
form a cohesive strategy.

An engagement strategy can help federal, state, and local governments
meet citizen expectations and deliver measurable improvements.
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Case Study

A Customer’s
Experience

Conversations around CX
typically come from the agency’s
perspective - how government
employees are assessing
customers’ needs and issues. For
this section, we're highlighting an
experience from the customer’s
point of view.

Maryland resident, Emily Jarvis,
tied the knot Dec. 9, 2017, and
began the process of changing
her last name in late 2018.
Here, she shares her ongoing
struggle to update her driver's
license with her new name. We
chronicle Emily’s journey and
compare it with the standard
name change process. The goal
of this case study is to illustrate
the challenges that customers
face in their quest to interact with
government.

“The most frustrating part is
the lack of communications
between the various parts
of the Virginia DMV. You call
one person and your story
isn’t tracked through the
system, so you have to go
through the whole thing
again.”

Emily Jarvis, Maryland Resident

Government’s Customer Experience Playbook

Since starting the process to update her driver's license in January, Emily

was notified in late March that she can complete and return paperwork to
the DMV - via snail mail - to clear the hold on her account and finally get
a new license.


https://www.ssa.gov/ssnumber/
https://secure.ssa.gov/ICON/main.jsp

5 Core Functions of a
Successful CX Program

There are many ways to measure the success and maturity of customer experience efforts at your agency,
whether it's audience engagement on social media, call wait times, website traffic or satisfaction surveys. For this
guide, we referenced the federal government’s guiding principles for executive branch agencies to improve CX.

OMB updated its guidance that provides an overview for agencies of the budget process, also known as OMB
Circular A-11. The guidance now specifically includes a section on managing CX and improving service delivery
- what it is, why it matters and actions agencies must complete. The goal is to shift from making CX a disjointed,
compartmentalized effort to a departmentwide - and eventually governmentwide approach - that improves
customer satisfaction, transparency and consistency across programs.

Below are the core CX functions that agencies are focusing on, plus a brief definition of and best practices for each:
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Measurement: Governance Culture and Customer Service Design:
Defining and and Strategy: Organization: Understanding:  adopting a
instituting CX Institutionalizing CX by ~ Acquiring and Implementing customer-focused
outcome measures. identifying responsible ~ developing the activities and approach to the
executives and leaders,  talent required to conducting implementation of
organizing supporting incorporate and qualitative and services, involving
resources, and improve CX within guantitative research  and engaging
establishing decision- ~ agency activities across organizational  customers in iterative
making processes. and empowering all silos to map intra- development
employees to adopta  agency customer and using digital
CX mindset. journeys. technologies.

We recently polled the GovLoop community to understand
what area of CX they feel their agency is weakest in or needs
the most help with.

©® Defining and measuring CX outcomes - 15%

@ CGovernance and strategy - 20%

@ Creating a culture of CX - 13%

@ Understanding the customer journey - 25%
Implementing CXin our digital technologies - 27%

Government’s Customer Experience Playbook
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Real-time insights
for modern software

Build stronger. Fail smarter. Innovate faster.

Everyone wants to move fast. But for technology teams
today, acting quickly and decisively is impossible when you
don't know what's happening.

You need to know what's broken right away and not waste
time arguing about it. You need to deploy, observe, iterate,
and deploy again—and know what's happening at every
stage. Because your business won't get anywhere moving
slow, and you won't learn anything by never screwing up.

Only New Relic gives you the real-time insights you need
to innovate faster. With our cloud-based platform, you can
instrument your entire software environment in minutes,
see every change in full context, and get all your teams
on the same page. So no matter the failure or the opportu-
nity, you'll have the data you need to make better decisions—
instantly.

Visit us at

O New Relic.
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Industry Spotlight

Enhancing Citizen Digital Experiences

With Data Insights

An interview with Robert Withers, Director of Public Sector at New Relic

Digital transformation involves fundamentally changing the
way an organization conducts business. It's about more than
a new tool or website. What propels true transformation is
understanding what citizens want from government services
and how technology and process improvements can meet
those needs.

Driving these changes are requirements for agencies to
comply with laws that mandate modernization, such as the
21st Century Integrated Digital Experience Act (IDEA). In a
recent interview with GovLoop, Robert Withers, Director of
Public Sector at New Relic, a leader for providing real-time
performance insights for monitoring citizens experience,
explained why it’s critical for government to deliver modern
digital services and how agencies can achieve that goal.

Understanding the citizen experience is rooted in the use
of accurate quantitative and qualitative metrics, Withers
explained. “An agency can't judge its success from surveys
anymore. They need real-time metrics.”

Although digitization may be just another consideration on

a long list of items that agencies must prioritize, it could
ultimately reduce the cost of delivering more efficient
services. A crucial part of delivering better services is
managing current user interactions in real time so that
citizens are heard and reflect positively on their experiences.

All of these considerations tie into providing better customer
experiences. “If agencies cannot understand the experience
being delivered, monitored and tracked, then they really

don’t know where to invest for improvements,” Withers said.

The bad experience may be due to a problem on a citizen’s
internet browser, or a fault with the agency's technology.

“If agencies cannot understand the
experience being delivered and monitored

and tracked, then they really don’t know
where to invest for improvements.”

New Relic’s digital services provide agencies with real-time
data metrics that they can use to react and improve any
issues their citizens might have. Previously, these agencies
relied on surveys and more static means to gauge customer
feedback. New Relic is helping agencies understand how all
the pieces and parts that are used to deliver a service are
interacting together. That means having insights across the
service from the citizen to the data; and all the infrastructure
components needed to make that happen. To be used
instantly for the citizens experience, and at the same time
used to find and predict efficiencies.

Withers explained that if you're a citizen, your experience
with the service matters. However, there are many
stakeholders, from operations staff to applications owners,
involved with creating and maintaining the service. All
stakeholders need common insights to their services; and
displayed based on their role.

“There are many stakeholders who are affected by this move
to digitize,” Withers said. “For example, citizens care most
about their experience with a service, while developers are
focused on how the code performs and C-level executives
are focused on how that software is driving business
outcomes. New Relic provides insights based off of data to
allow all the different stakeholders to benefit.”

Modernization can be complicated, especially when agencies monitor
customer interactions and feedback to provide better experiences. Insights
provided by companies like New Relic can better help agencies understand

every part of the process.

Government’s Customer Experience Playbook
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Yorba Linda Revamps Website, Launches Mobile Tracker

Challenge: Rebranding the City's
Reputation for Poor CX

Tara Campbell remembers when customer service

was an issue for the city. “People felt like City Hall

wasn't working with them. It was almost working
against them,” said Campbell, who serves as Mayor of Yorba
Linda, California. “A big thing for us is making sure that we
have a better reputation now, working to make sure we're a
business-friendly city.”

That meant ensuring that businesses undergoing the
permitting process had a good experience with the city. News
travels quickly when they don’t, so Campbell focused on
building the city’s reputation for providing stellar CX.

Solution: Developing a Mobile-Friendly,
Accessible Website

When Campbell became Mayor in 2018, one of her priorities
was revamping the city’'s website. “You couldn't find anything
on our city website, and the problem with that is a normal
customer or resident doesn’t know what department to go to
for their concern or need,” she said.

She envisioned a website that was easy to navigate,
accessible and mobile-friendly. “Over 60 percent of people
access the internet from their phone, and so if we're going
to be accessible to our customers and provide them with
that greater experience, we better be going and providing a
platform where they're already going,” Campbell said.

The new website launched in March 2018 and includes a
Google-like search function so that residents don't have to
waste time looking through different departments to find
what they need. As part of that website overhaul, the city also
developed a Citizen Request Tracker.

Let's say a resident sees a broken swing at a park. They can
take a picture of the swing and upload it to the tracker from
their phone. That photo will be geo-tagged so city workers
know where it's located. Residents can also opt to receive
notifications about the status of a project.

Campbell highlighted one example in which a resident reported
a streetlight using the tracker, and within 24 hours, city workers
fixed it and notified her that the issue was resolved. “Sadly,

we just don't have the staff there that are out in our city 24/7
monitoring everything, and so our residents are our eyes and
ears that are out there all the time,” Campbell said.

Government’s Customer Experience Playbook

She also shared best practices for how her staff tackled each of
the core CX functions highlighted in the previous section:

Measurement: The city is working with its department heads
to establish solid metrics and gauge the effectiveness of the
new website. Among the metrics Campbell plans to track are
how many residents submitted issues or concerns via the
website and Citizen Request Tracker, and how many of those
issues were resolved. If the issue wasn't resolved, why not?
Campbell also wants to know how many residents reported
problems through other means, such as contacting a city
employee or council member.

Governance and Strategy: When the city redesigned

its website and developed the Citizen Request Tracker, all
department heads were involved. “Whether you're dealing
with businesses - maybe it's business license issues vs.
paving of streets vs. park maintenance - we brought all of
them in because they're the experts on knowing how we solve
those situations,” Campbell said.

Culture and Organization: “We very much empower ... our
department heads,” Campbell said. That approach has proven
effective for developing creative solutions to CX and services.
It also helps that CX is a top priority for the city manager and
City Council, and department heads are well aware of that.
CXis about more than words but showing what you stand for
through actions.

Customer Understanding: The city is working to create
new journey maps to understand the full experience customers
have when requesting services or reporting an issue. “One
thing we realized is, sometimes it is an interagency issue,”
Campbell said. For example, maybe a request went to the
Parks and Recreation Department, but Public Works also
needs to get involved. Or maybe the request got lost while
being transferred to another department. Having a complete
view of the customer journey will help address these issues.

Service Design: The goal is to ensure that the city is doing
what's best for its residents in terms of functionality and

ease of use. A key part of that was making the city’s website
mobile-friendly because most residents use mobile devices.
Yorba Linda is also considering how to expand its reach on
social media to deliver information in a format that's conducive
to the public’s needs.
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Case Study

Q&A With the Veterans
Experience Office

VA'is playing a key role in shaping how the federal government
improves CX.

OMB tapped VA last year to be a lead agency partner tasked with
improving the usability and reliability of the federal government’s most
critical digital services. Collectively, those agencies are also focused on
creating measurable improvements in customer satisfaction and increasing
trust in the federal government by improving the experience citizens and
businesses have online, in person or via the phone.

VA was identified as a high-impact service provider in government and
was instrumental in shaping guidance to improve federal programs’ CX.

To better understand how VA is tackling CX internally, GovLoop sat down
last fall with VA's Dr. Lynda Davis, Chief Veterans Experience Officer, and
Barbara Morton, Deputy Chief Veterans Experience Officer.

Government’s Customer Experience Playbook


https://www.performance.gov/CAP/CAP_goal_4.html

The interview below was lightly edited for clarity and length.

GovlLoop: What are some key things you’re doing
to ensure that the culture keeps employees
engaged and positively impacts CX?

Davis: The concept of customer service for
Secretary [Robert Wilkie] is not just those veteran's
families, caregivers and survivors that we are
pledged to serve. He sees it inseparable from employee

service and employee engagement. This is a part of the
maturity process of any agency looking at becoming customer-
centric. Without the organization changing its culture and

the employees equipped to deliver in a customer-centric
manner, this will not work. It is not sufficient to have business
processes. It has to be adapted to the government context
and those specific customers in that context. Veterans get
services outside the federal government, and they get them
inside the federal government. When they're inside the federal
government, there's a slightly different dynamic, but we have
to be even more customer-centric than when they receive
services from the private sector. The secretary has committed
us to do employee service and employee engagement, and,
luckily, we have the ability to do that through our Veterans
Experience Office and are engaging with our Veterans Health
Administration (VHA) to start.

Are there any new initiatives, changes or
improvements that we can expect to see as a
result of the OMB circular work? How are you
shaping CX?

Davis: We have a program called Veteran Signals. That is a
way in which we survey our veterans for their input - both
qualitative and quantitative - about their experience when
they use our services. This is now implemented at VHA for
outpatient experience. We get their feedback in real time, and
we're able to use that to inform our leadership and directors
of our business, hospitals and departments to look at trends
or look at a certain challenge a particular department is having
and may need additional resources for.

How do the surveys work and what types of
things are you asking the veterans?

Morton: One of our two bookends is interviewing

veterans and creating journey maps. The questions

that we ask are based on the journey maps and
the moments that matter most to the customer. Traditionally,
we've not necessarily focused on the moments that matter
most to the customer. So that's a different approach that
we're bringing. The questions are based on those moments
that matter or based on the journey maps and interviews
that we've done with veterans. They're short and sweet

guestions, and they're based on a model that we use that
really focuses on was it an easy experience, was it an effective
experience, did you feel valued as a customer and do you
overall have a feeling of trust in the organization because of
your experience? And they're not just a series of questions.
We also have open, textbox comments to allow participants
to provide other feedback. We categorize those in three
ways. One is a compliment, another is a concern and another
is a recommendation. What we found is we actually get
quite a bit of compliments, not as many concerns and some
recommendations as well.

‘It is not sufficient to have business
processes. [t has to be adapted t

o
government context and those sp C
customers in that context.”

How does VA measure trust?

Davis: The trust score was one of the early additions of the
Veterans Experience Officer, and it's based on the Forrester
model of using customer trust. It talks about trust and the
sub-metrics of expectedness, efficiency and emotional
resonance of an experience or a service that is delivered. In
the Veteran Signals process, we could adapt the questions
further to not just macro trust scores, which are good to know
if you're trending in the right direction organizationally, but
they're hard to take action on. When we had the specific
comments and the ability to base our questions on what the
veterans cared about, it became more relevant to them and
more useful to us.

Based on the feedback and the metrics, how
would you assess the level of trust veterans have
in VA?

Davis: It has continued to go up since we began the surveys
in 2017 We also break it down by specific area, and what

we find is that veterans have a higher degree of trust and
comfort and confidence in their providers than they do in

the processes, like a scheduling process. It's sometimes the
business process, the mechanism, the logistics, of getting in
to see those providers that is the challenge, especially in the
Veterans Health Administration. They will feel good about

the regional office representative from the Veterans Benefits
Administration who can work with them on the phone and
take the time to see them even in person, but the process of
getting a rating and determining their vet benefits, which
change over time, can be a challenge. One of the things we're
doing with the data we're getting now, as we're changing the
culture, is to then go back and change our business processes.

Government’s Customer Experience Playbook
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Conclusion

The customers you serve are accustomed to
getting what they need, when they need it,
with a click, tap or swipe. They want to toggle
between mobile-friendly websites and social
media, or in-person visits and phone calls.
Regardless of the medium, the expectation is

consistent, timely and personalized services.

Increasingly, digital platforms are driving more
robust customer experiences, but technology
alone does not drive CX. The ability to
measure success and fully understand how
your customers interact with various services
and their overall experience is vital. Use these
metrics to benchmark where you are today
and weigh opportunities for improvement in
the future.

Ultimately, improving CX requires a cultural
shift that accounts for every employee’s role
in serving customers - whether internal or
external. This transformation starts at the
top and flows throughout an organization
from leaders down to empowered frontline
employees.

Carahsoft Technology Corp. is The Trusted Government IT
Solutions Provider®. As a top-performing GSA Schedule
and SEWP contract holder, Carahsoft serves as the master
government aggregator for many of its best-of-breed
technology vendors, supporting an extensive ecosystem of
manufacturers, value-added resellers, system integrators
and consulting partners committed to helping government
agencies select and implement the best solution at the best
possible value.

Visit www.carahsoft.com, follow @Carahsoft, or email
sales(@carahsoft.com for more information.

GovlLoop's mission is to inspire public sector professionals by
serving as the knowledge network for government. GovLoop
connects more than 300,000 members, fostering cross-
government collaboration, solving common problems and
advancing government careers. GovLoop is headquartered in
Washington, D.C., with a team of dedicated professionals who
share a commitment to the public sector.

For more information about this report, please reach out to
info(@govloop.com.

govloop.com | @govloop

Thank you to Carahsoft, Granicus, LinkedIn Learning, New
Relic and Salesforce for their support of this valuable resource
for public sector employees.

Nicole Blake Johnson, Managing Editor
Sherin Shibu, Editorial Fellow

Kaitlyn Baker, Creative Manager


http://www.carahsoft.com
http://twitter.com/Carahsoft
mailto:sales%40carahsoft.com?subject=Hello%20from%20GovLoop%27s%20CX%20in%20Government%20Guide%21
mailto:info%40govloop.com?subject=Hello%20from%20GovLoop%27s%20Customer%20Experience%20Playbook%21
http://www.govloop.com
http://twitter.com/govloop

CX Self-Assessment

This is a tool the Trump administration provided to help agencies assess where they are in their CX journey. Use

this assessment to benchmark the maturity of your agency’s CX program as beginner (CX level 1), intermediate
(CX level 2) or more advanced (CX level 3). Each question ties back to the five core functions of a strong CX
program: measurement, governance, organization and culture, customer research, and service design.

I CX Level 1 I CX Level 2 I CX Level 3
YES NO

We have defined Customer Experience metrics in line with the government-wide reporting requirements. O O

We have identified quantitative, objective customer-experience related metrics that we report on with our O O
feedback metrics.

=
E We are aligned with agency-wide customer service level standards including call centers and touch points O O
E in different mission areas.
[ 4
D We have a “Voice of the Customer” strategy for collecting CX feedback and measures across our entity’s O O
: entire purview.
L]
= We have a central view of how our entity is doing on CX at Secretary, Regional, Program, Front-Line, or O O
other appropriate levels.
We publicly release our CX performance data-the results of our surveys, touch point survey levels, and O O
quantitative metrics.
We have sub-entity or program leadership dedicated to a specific customer segment CX strategy. O O
We have an Executive that is responsible and dedicated to the entity's CX strategy. O O
Ll
LZ) We have a CX strategy that is either aligned with or specifically a component of our overall agency strategy. O O
; Significant policy decisions and large investments require CX activities and documentation as part of the O O
E review process.
> A . _ _
o We support our CX employees to spend time on sharing best practices and tools governmentwide and O O
O participate in CX activities.
We have identified where our customer journeys overlap with other agencies and have created mechanisms O O
to work together.
L
g All employees receive a training in which they are oriented to who the entity’'s customers are and our CX O O
- strategy.
-
> _ - . .
8} We have a library of CX trainings that are annually updated and a method for collecting and sharing CX O O
(5. stories.
z A " A ,
o We have job codes and positions that are specific to CX skill sets and roles. O O
-
ﬁ We evaluate employee performance against role-specific CX metrics. O O
E We have awards and recognition specifically for exemplary CX behavior. O O
Y
(a4 We have a team(s) of people that are able to support programs with CX activities. O O
o

Continued on next page —>
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YES NO

We use ethnographic research techniques such as interviews and observational studies to better
understand customer behavior.

OO

=
O
o We have a central, entity-wide catalog of our customers and detailed personas that is annually reviewed. O O
ﬁ
wv We have a central, entity-wide catalog of our customer journeys and prioritized bottlenecks that is annually O O
E reviewed.
[a
E We complete customer segmentation/analysis activities at least annually. O O
E We have a regular mechanism for collecting employee feedback and places in which they believe our O O
g programs could be improved.
O
We share the results of customer segmentation/analysis activities with agency leadership, employees, and O O
the public.
We have mechanisms for involving stakeholders in co-creation of programs and improvements. O O
z
9 We are moving our IT organization towards agile, iterative design processes. O O
(72)
g We have adopted CX tools or other resources from other government programs or developed our own for O O
w others to leverage.
O
; Existing IT and digital investments are tested on an ongoing basis using human-centered design processes. O O
[a 4
g New IT and digital investments are tested using human-centered design processes. O O

All programs and entities that interact with the public have human-centered design capacity.

OO

Tabulate your score on the self-assessment.
Award your agency one point for every “yes” response.

Measurement /6 We scored /30

Governance /6

Organization & Culture /6 ‘

Customer Research /6 0-10 1120 5130

Service Design /6 Level 2 Level 3

AREA OF FOCUS

In the next fiscal year, we are working to build our capacity
and activities in and

(Select at least two of the five categories above)
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“Everyone in an organization

is responsible for CX ...
Technology helps make many
of our improvements happen,
but CX is more than the service
delivery mechanism.”

-Senior Administration Official

Y\
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Carahsoft’s citizen experience and engagement solutions are
available through its reseller partners on a variety of contracts
including Carahsoft’s GSA Schedule 70, SEWP V, ACCENT, NASPO
ValuePoint, National IPA, and numerous state and local contracts.

Learn more at Carahsoft.com/CitizenExperience.
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