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Governments are in a new phase of their 
journeys toward leadership in customer 
service. They have already made a bold 
promise to citizens�that they would 
fundamentally change the nature of their 
interactions with government by 
structuring services in an entirely new, 
citizen-centric way. Governments� 
intention when they made this promise 
was to use customer service as a lever  
for delivering greater public service value. 

By delivering services in a citizen-centric 
rather than government-centric way, 
governments hoped to establish a greater 
connection with their citizens and build 
trust with them. As citizens came to 
experience service that was clearly driven 
by a deep understanding of their needs  
and intentions, they would become more 
connected to government and more 
engaged in shaping both policy and the 
mechanics of service delivery. From the 
governments� perspective, this new model 
would help lead to greater ef�ciencies, as 
citizens felt more able and con�dent to 
self-serve and required fewer interactions 
with government to accomplish their 

objectives. Over time, through their 
leadership in customer service, govern-
ments would be able to deliver better 
outcomes for citizens at a better cost and 
ultimately achieve high performance.

For nearly a decade, Accenture has tracked 
the progress governments have made  
in this regard. In Leadership in Customer 
Service: Delivering on the Promise,  
our eighth and most far-reaching report  
to date, we �nd governments at an 
important crossroads. 

Governments have unintentionally 
widened the gap between service provision 
and citizen value. Technology advances  
in recent years have led governments to 
focus primarily on the front end of service, 
fostering expectations of an entirely  
new customer experience. Governments 
succeeded in representing existing services 
across multiple channels. However, their 
success was just the �rst step of true 
citizen-centricity. What governments still 
have not done is make the infrastructural 
and cultural changes necessary to fully 
realize their vision. Citizens used these 
newly available channels expecting 

consistent levels of service quality.  
Instead, the back-end infrastructure was 
inadequate, resulting in a poor customer 
experience and lower satisfaction.  

In fact, we �nd some compelling evidence 
of the disconnection between customer 
expectation and experience in our rankings 
of customer service maturity this year. 
While we have conducted citizen surveys 
as part of our research for several years, 
this year�for the �rst time ever�we have 
included results from the citizen survey  
as a component of our overall rankings. 
Accounting for citizen experience changes 
the picture of who leads in customer 
service in some very interesting ways.

In addition to our rankings, we have once 
again talked extensively with top govern-
ment executives about their current 
challenges and priorities. A common theme 
was struck across the more than 50 people 
we interviewed�these executives realize 
they have arrived at a point where they 
must close the loop between what they 
have promised and what they deliver. The 
work ahead is not easy�nor will it have 
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the immediate and visceral appeal of  
the high-pro�le work they have done on  
their front-end service structures in the 
recent past. Nevertheless, it is work that 
can no longer be pushed to the bottom  
of the customer service agenda. Citizens 
impatiently await the results.

Our goal in Leadership in Customer  
Service: Delivering on the Promise is to 
help governments map out the important 
next steps toward high performance.  
We pull together many elements�a point-
in-time picture of governments� current 
performance, hard-earned wisdom  
from government executives, feedback  
from citizens and our own insights and 
recommendations built on extensive 
research and client experience�to point 
governments toward the customer  
service competencies they must now 
develop to bridge the gap between promise  
and practice, and to truly deliver the  
public service value citizens expect and 
rightfully demand. 

David Roberts 
Global Executive Director 
Government Customer Service / CRM

This year�for the �rst time ever�we have included results from the  
citizen survey as a component of our overall rankings. Accounting  
for citizen experience changes the picture of who leads in customer  
service in some very interesting ways.

High performance in government
Accenture research suggests that high 
performers in the public sector base  
the value they create on two criteria: 
the outcomes they deliver and the  
cost-effectiveness they achieve. They 
look at value from the perspective  
of the citizen�the primary stakeholder  
and most important bene�ciary of 
government activities. By focusing also 
on cost-effectiveness, high-performance 
governments strive not only to do the 
right things, but also to do them in  
the right way.

High-performance governments  
share some common characteristics. 
They generate maximum public  
value. They are citizen-centered and 
outcome-focused. Their capabilities  
and operational activities support  
the delivery of outcomes de�ned by  
their mission, and they measure their 
performance based on those out-
comes�not just inputs and outputs.  
At the same time, high-performance 
governments are committed to cost-
effectiveness. They hold themselves 

accountable and they make their 
operations and results transparent.  
They are innovative and �exible, 
continually striving to improve  
value delivery, and are able to respond 
creatively to new challenges and 
opportunities. They work in open  
and collaborative ways, understanding 
that their organization is part of a 
larger system, and cultivating working 
relationships with other agencies, 
organizations and stakeholders. Finally, 
high-performance governments  
re�ect their enthusiasm for delivering 
public value. This evident passion 
engages both internal staff and external 
stakeholders in active support of their 
organizations� missions.

Leadership in Customer Service  3



The hallmark of high performance in 
government is public service value creation, 
providing better social outcomes in a  
cost-effective manner. Accenture�s point  
of view is that delivering greater public 
service value is a direct result of leadership 
in customer service. High-performing 
governments develop service models that 
are founded on a citizen-centric point  
of view, and this focus permeates the 
organization. What that means in practice 
is that their services are constructed  
and delivered in a way that makes the  
most sense for the citizen�irrespective  
of agency boundaries, in the manner of 
citizens� own choosing and with the 
backing of considerable communication 
and readily available support�so that 
citizens feel well equipped to conduct their 
business with the government.

Since 2000, Accenture has been plotting 
the evolution of leadership in customer 
service. We viewed the rise of eGovern-
ment in the public consciousness eight 
years ago as the genesis of governments� 
efforts to get closer to their citizens. 
Service success was measured at that time 

by the number of services online, and  
our early days of rankings focused 
exclusively on the breadth and depth of 
eGovernment services. 

Over time, governments realized that 
eGovernment was just one component of 
the broader concept of value-led customer 
service. Anticipating a shift in customer 
service policy and practice, we re�ned  
our methodology for this report in 2005, 
assessing governments not only on the 
breadth and depth of their service, but  
on their maturity with regard to the four 
pillars of leadership in customer service 
(see sidebar, The pillars of leadership in 
customer service).

In our 2006 report, Leadership in Customer 
Service: Building the Trust, we laid out  
in detail the ultimate aim of leadership in 
customer service. When citizens perceive 
governments providing public service 
value, we said, it builds an implicit trust 
with government. Trust in government 
builds a more connected populace, whose 
true needs inform government policy, 
which is then implemented via excellent 
service, which in turn strengthens trust 

again (see Figure 1). In fact, our 2007 
citizen survey results provide solid support 
for this hypothesis: We found a signi�cant 
correlation between improved customer 
service and an improved relationship 
between citizens and their governments.

In recognition that customer service 
initiatives with broader-than-eGovernment 
objectives would also take longer to  
gain traction, we forwent rankings last  
year�choosing instead to delve into the  
high-performance aspects of countries 
that we had already identi�ed as leaders, 
seeking insights into what sets them apart.

Our evolution leads us to 2007 and 
Leadership in Customer Service: Delivering 
on the Promise�undoubtedly Accenture�s 
most ambitious look at government 
customer service to date. As Accenture  
sees governments working to achieve  
high performance, it motivates us to try  
to enhance the value we provide to 
governments through this research effort 
every year (see sidebar, Our methodology 
in brief).

Introduction
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Our vision for leadership in customer 
service puts citizens at the center.  
The vision has four important elements:

1. A citizen-centered perspective
A �citizens-�rst� point of view, in which 
the necessary information is organized 
around the citizen. Government frontline 
agents providing the service have access 
to this information, and use it to tailor 
interactions to each citizen�s needs and 
circumstances.

2. Cohesive multi-channel service
Service that is fast, ef�cient and 
convenient, regardless of the chosen 
channel. Interactions that involve  
more than one channel (for example, 
mail and telephone) are seamlessly 
coordinated.

3. Fluid cross-government service
Government agencies working together 
at the local, regional and national  
levels to provide integrated services  
to the citizen.

4. Proactive communication  
and education
Active outreach and communication, 
which ensures citizens are well  
informed about government services. 
Governments provide citizens with 
information and education designed  
to increase adoption of government 
services through appropriate channels, 
improve ease of use and strengthen 
citizens� ability to comply with what  
is expected of them.

Governments that embrace these  
four facets of leadership in customer 
service will be well on their way  
to delivering the outcomes their 
stakeholders desire and to achieving 
high performance through greater 
public service value. 

The pillars of leadership in customer service

Figure 1.
Building trust through leadership in customer service starts a virtuous circle.

Use eGovernment services

Citizen-centered 
perspective

Cohesive multi-channel 
service

Fluid cross-government 
service

Proactive communication 
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Effective policy

Connected 
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Excellent service via 
four pillars of leadership 
in customer service

Commitment 
to excellence

Trust in  
Government

Leadership in customer service

Have eGovernment services
Time
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What did we learn? Governments 
everywhere are struggling to balance an 
expansion from the front end to the back 
end of their customer service operations. 
After years of focusing primarily on the 
front end (the highly visible, citizen-facing 
aspects of service delivery), governments 
are now trying to take a more holistic 
approach. While they are still trying to 
bring things together for citizens at the 
front of�ce, they have come to the point 
where they also need concrete plans  
for making a superior front-end customer 
experience operational on the back end.  
In short, that means a renewed emphasis 
on the infrastructures and workforce that 
will be able to take the promise of citizen-
centered service through to practice.

Governments have learned that there is  
a big difference between having a vision  
of customer service and de�ning in explicit 
terms what the actual customer service 
experience is going to be for citizens and 
what outcomes represent value. People 
may be able to agree on the general 

principle of measuring public services  
by the public value they create, but  
they will have different and sometimes 
con�icting ways of relating to these 
services. As a result, any one public service 
organization will have multiple dimensions 
to the outcomes it produces. In fact, the 
Accenture Institute for Public Service Value 
has identi�ed four discrete dimensions  
to public service outcomes: the needs of  
the individual being served, the collective 
needs of society, the concerns of taxpayers, 
and the authorizing directives of political 
leaders.1 

Then there is the problem of how to  
join up government to make it happen. 
Governments face a long and hard  
road ahead. While the work that lies  
before them may lack the glamour  
and public appeal of the splashier front-
end innovations of years past, it is 
absolutely essential for ful�lling the  
service promise that citizens have already  
been led to expect�and impatiently  
await. Governments know the imperative 

for value-led service; disappointing those 
expectations can lead to citizen apathy,  
or worse, distrust.

In the �rst section of Leadership in 
Customer Service: Delivering on the 
Promise, we return to our assessment of 
22 global governments� customer service 
programs�but with an enhancement.  
Our new rankings approach more closely 
re�ects how governments are faring 
because for the �rst time ever it quanti-
�es and incorporates the perceptions  
of the citizen. And the citizen is the �nal 
arbiter of customer service excellence. 
Including this element in the rankings 
caused some interesting shifts from  
past years and pointed to new areas for 
individual governments to consider in 
their future plans. 

In addition to our return to the rankings, 
we have once again included the voices  
of senior government executives around 
the world. We spent dozens of hours 
engaged in frank conversation with 52 
senior executives in 17 countries and came 

What leadership in customer service means in practice is that  
governments� services are constructed and delivered in a way that  
makes the most sense for the citizen�irrespective of agency  
boundaries, in the manner of citizens� own choosing and with the  
backing of considerable communication and readily available  
support�so that citizens feel well equipped to conduct their business  
with the government.

1 �See the Accenture Institute for Public Service Value point of view paper, Delivering Public Value:  
The Importance of Outcomes for Public Services and the Citizens They Serve, by Greg Parston, at www.accenture.com. 
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away with a deep understanding of  
their visions for the future, their current 
priorities and their lessons learned from 
past experiences. Their insights were 
valuable to us, and we share their stories 
with you�their peers�throughout the 
report, so that you can pro�t from their 
experience and �nd guidance to navigate 
around common pitfalls.

It is this balance of three research  
strands�our own quantitative assessment 
of governments� progress, the citizens� 
perspective and the real-life lessons from 
government visionaries and practitioners�
against the backdrop of extensive 
qualitative research and Accenture�s own 
vast government experience�that takes 
this report to an entirely new level.

More speci�cally, four key �ndings 
emerged, and we present them in detail  
in the second section of the report.

First, as the majority of governments 
continue to struggle with the fundamental 
principle of truly �knowing their custom-
ers,� innovative governments are moving 
beyond basic demographic categories to 

thinking of customers as groups based on 
more meaningful factors that include  
their values, needs and intentions. They  
are taking a far more holistic approach to 
service that starts with building a smartly 
balanced (outcomes versus cost) service 
model based on a clear understanding  
of who their citizens actually are and  
what their underlying intentions are in 
their dealings with government. Leading 
governments recognize they cannot derive 
this picture from broad-based customer 
segmentation techniques or citizen 
satisfaction surveys. Instead, they are 
taking a page from effective private-sector 
marketing techniques�moving beyond 
basic demographic categories and thinking 
of customers in more nuanced groups.

Second, after years of setting expectations 
of citizen-centric service through a focus 
on the service front end, governments  
are expanding their view to the hard and 
time-consuming (and often thankless)  
task of creating the �exible infrastructure�
including technological, funding and 
governance components�that will allow 

them to ful�ll the service promises they 
have made. While governments understand 
that their visions of customer service will 
evolve over time, they are devoting more  
of their attention now to making their 
existing visions operational�driving their 
current front-of�ce customer service 
strategies into the back end. The time has 
come to create the infrastructure that 
closes the loop between expectation and 
experience. 

Third, governments continue to  
underestimate the impact of the workforce� 
and what restructuring must take place  
to align people with new technology-
enabled ways of working. The impending 
shortage of skilled labor is just one part  
of government�s challenge. More likely to 
be missed is the imperative for an entirely 
new type of public-sector employee�one 
who serves the customer over the process. 
In the end, frontline employees will  
have the biggest impact on the customer 
experience, and many governments are 
unsure of how to foster the enterprisewide 
behavioral changes needed for positive 
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service outcomes. Yet, despite the fact  
that many governments are wasting  
their efforts without robust workforce 
strategies, we �nd that innovative 
governments have met the challenge 
head-on, and have developed strategies 
along one of two lines: ramping up their 
workforces through extensive recruiting 
and training or opting for smaller numbers 
of highly engaged people. 

Fourth, as governments look to the future, 
they realize they cannot deliver on the full 
promise of leadership in customer service 
on their own. Their linear, process-oriented 
business models are evolving into complex 
ecosystems of citizens, communities, 
business partners, nongovernmental 
organizations and other stakeholders, all  
of which take on a share of responsibility  
for developing and providing value-led 
services. In this new ecosystem model, 
leading governments also delegate service 
accountability to the relevant community 
for a new ability to drive outcomes.  
Local and municipal governments in turn 
take the chance to tailor what they do for 

the particular citizens that live there, 
leading to new thinking about delivering 
services not just to individuals, but also  
to families and communities.

In the third section of our report, we 
provide Accenture�s recommendations  
for governments seeking greater value 
from their customer service programs. 
These recommendations stem not only 
from the thousands of hours our research 
team has devoted to studying government 
customer service during the eight-year 
(and counting) history of this report, but 
also from the insights Accenture brings 
from its experience working with hundreds 
of government clients around the globe. 

One of the best ways governments can 
further their pursuit of high performance  
is by learning from the stellar examples  
of their peers. Today, the pressure for better 
service is forcing governments to become 
increasingly entrepreneurial, and we  
have seen some truly inspiring examples  
of government innovations in customer 
service. In the fourth section of our report, 
we provide a sampling of the remarkable 

government entrepreneurship we saw  
in our research this year. While some  
of these examples are on the leading edge  
of technology, others are notable precisely  
for the creative ways governments have 
used readily available technology to create 
dramatically better outcomes for citizens. 
The examples come from countries with 
�edgling customer service programs  
as well as from established world leaders,  
and they are all standouts of value-led 
customer service.

Finally, we conclude the report  
with individual overviews of the state  
of customer service in each of the  
22 countries we surveyed, drawing 
together our results and conclusions 
within the context of each country.

While the work that lies before government executives may lack the glamour and 
public appeal of the splashier front-end innovations of years past, it is absolutely 
essential for ful�lling the service promise that citizens have already been led to  
expect�and impatiently await. 

8  Leadership in Customer Service



Our methodology in brief
This year we made some important 
changes to how we assessed govern-
ments� customer service programs in a 
quantitative way. To begin, we reduced 
the number of services we evaluated, 
removing all services that were not 
offered at the national level in at least 
20 out of the 22 countries. In this way, 
we hoped to level the playing �eld  
even more by having as many services  
as possible directly comparable across 
countries. 

More important, we introduced a new 
element to our rankings�the voice of 
the citizen�and adjusted the relative 
importance we assigned to all the 
components of our calculations. Our 
updated scoring for 2007 consists  
of three weighted components: service 
maturity, customer service maturity  
and citizen voice.

Service maturity (SM) measures the 
level to which a government has 
developed an online presence, as an 

indicator of how pervasive its thinking 
is about multichannel offerings. This 
element of our rankings has decreased 
in importance over the years as 
eGovernment has become increasingly 
ubiquitous and less of a differentiator 
among countries. However, given 
eGovernment�s continued importance  
as the primary vehicle for self-service  
(and thus, its impact on value through 
service ef�ciencies), we have once again 
included it as a minor component  
(10 percent weighting) of our rankings. 

The second component is customer 
service maturity (CSM), which measures 
the extent to which government 
agencies manage interactions with their 
customers (citizens and businesses)  
and deliver service in an integrated way.  
Our customer service score considers 
how well governments have addressed 
the four dimensions of leadership  
in customer service�citizen-centered, 
multi-channel, cross-government 
service delivery, and proactive commu-
nication and education. CSM is assigned 
a 50 percent weighting.

Our third component is citizen voice 
(CV). One citizen voice score is  
calculated for each country. Raw data 
from our citizen survey is used to 
calculate scores for each of the four 
pillars for each country, which are then 
simply averaged to calculate the �nal 
CV score (much like the CSM score). 
Citizen voice is weighted at 40 percent. 

In the end, we normalized the scores  
for each of the three factors (SM, CSM 
and CV). That is, we converted them 
into a normal distribution based on the 
mean and the standard deviation of  
the raw scores. This step ensured that 
the range of scores for each factor  
was taken into consideration in the  
�nal calculation. We then calculated  
an overall maturity score for each 
country from the three factors using 
the weightings described above, from  
which we were able to assign a ranking 
to each of the 22 countries sampled.
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2007 Leadership in  
Customer Service Rankings 
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2 �For copies of our 2005 ( Leadership in Customer Service: New Expectations, New Experiences )  
and 2006 ( Leadership in Customer Service: Building the Trust ) reports, visit www.accenture.com. 

Overview

Among the changes we introduced to our rankings methodology this 
year, the most signi�cant was introducing our citizen survey responses  
as a quantitative element. This year�s rankings, shown in Figure 2,  
certainly re�ect the impact of including the citizen�s voice. The picture  
of which country leads in customer service has changed in some  
notable ways from years past, and we ourselves noted with surprise  
some of the more signi�cant movers. Clearly, the citizens have strong 
opinions about the jobs their governments are doing at providing  
service. And those opinions carry weight. 

This is a call to action for governments. We found that the four pillars  
of customer service are related to citizens� overall satisfaction with a  
correlation of .57. In other words, a signi�cant aspect of governments� 
relationships with citizens is directly under their own control: how they 
provide services. 

While the signi�cant changes in our methodology from 2005 preclude 
direct year-on-year comparisons2 of individual scores, the rankings  
themselves nevertheless provide an interesting touchstone for individual 
countries to gauge their engagement with citizens (see sidebar,  
Why we include rankings).
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Figure 2.
Singapore is the world leader in our 2007 rankings of customer service maturity, followed closely by Canada.  
One tier below come the United States, Denmark, and Sweden.
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In our new methodology incorporating 
citizen feedback, Singapore nudges  
Canada out of the number one position, 
although both countries remain top-tier 
performers. As in years past, the United 
States, Denmark and Sweden also fare  
very well, ranking third, fourth and �fth 
respectively, with just a 5-percentage- 
point spread across the three of them.

Likewise, the differences between the  
top two countries are not vast, and clearly 
both have much to be admired. Both 
countries, for example, continue to have 
strong and compelling visions of value- 
led, citizen-centric service. Singapore, 
however, seems to have the edge in terms 
of engaging its citizens. 

In fact, as Figure 3 shows, Singapore is 
substantially ahead of all other countries  
in terms of proactive communication  
and education. For several years we have  
noted many of the innovative approaches 
Singapore has taken to proactively engage 
with its customers and this year was  
no different. (We highlight some of these 
examples in the Singapore country pro�le 
near the end of this report.) 

The effort the government has put into  
this element of customer service appears 
to be paying some rich dividends in terms 
of positive citizen perceptions. Perhaps 
most telling is that 79 percent of 
Singaporeans feel that government service 
has gotten better over the past three years, 
compared with only 43 percent and 41 
percent of Canadians and Americans, 
respectively. From a different perspective, 
only 2 percent of Singaporeans think 
service has gotten worse, versus 18 percent 
of Canadians and 29 percent of Americans. 
Obviously, these numbers have implications 
for these three countries� long-term 
outlook for building the trust with citizens.

More interesting than the top three 
positions, however, is the relative rise we 
saw in the Nordic countries under our  
new methodology. We were surprised to 
�nd that Finland, Sweden, Denmark and 
Norway took four out of the top six scores 
when the citizen voice scores (the scores 
tabulated from the citizen survey alone) 
were looked at in isolation. The Netherlands 
ranked third in citizen voice scores; 
rounding out the top six was Japan, which 

scored fourth highest in terms of citizen 
voice scores and subsequently retained its 
2005 position as a top-10 country in terms 
of overall customer service maturity.

Sweden, Finland and Norway, in particular, 
performed strongly in our citizen-centricity 
pillar, with Finland the world leader in this 
regard. The Nordic countries are known for 
their generous social programs and they 
enjoy generally content populations. While 
there may be some halo effect for citizens 
from governmental policy, our citizen 
survey questions focused solely on the 
customer service aspects, and the citizens 
in these countries responded positively, 
�nding that government services are both 
easy to use and constructed in a way  
that demonstrates their governments 
have an understanding of who they are 
across multiple transactions. Overall, 
Sweden seems to have bene�ted most 
strongly from its second�place ranking 
among citizens, jumping into the top �ve 
from an 11th-place position two years ago. 

It is important to note that as some 
countries rise in the rankings, others must 
adjust accordingly. A country�s position in 
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Figure 3.
World leader Singapore ranks highly in the proactive communications and education pillar. 
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the ranking is relative, and has as much to 
do with the performance of other countries 
as it does with anything that it is itself 
doing or not doing. This seems to be the 
case with several countries whose rankings 
changed from 2005, including Australia, 
France, the Netherlands and Spain. 
Certainly, the strength of Finland, Norway 
and Sweden�s citizen survey scores helped 
to boost them past Australia this year. 
Likewise, Spain lost some ground in the 
rankings this year to strong movers 
Malaysia and Portugal. 

France, however, remains something of a 
puzzle. While in most cases, Accenture�s 
assessment of an individual country�s 
overall customer service performance 
tracked closely to citizens� perceptions, in 
France�s case, the disparity was great. From 
the Accenture look, for example, France�s 
score was nearly identical to Finland in 
terms of overall maturity. From purely the 
citizens� perspective, however, France 
ranked signi�cantly lower. Determining the 
roots of this service disconnect will be

critical for the French government as it 
looks to move its service agenda forward  
in the near future.

Even more interesting than the rankings 
themselves is a look at individual countries� 
service performance over the past three 
years, based on their citizens� perceptions 
(see Figure 4).

We asked citizens to rate both their 
governments� customer service perfor-
mance in comparison to three years ago 
and their own current satisfaction with 
government customer service. From this 
look, we see a number of interesting 
trends. Those countries where service 
seems to have improved and citizens  
are currently satis�ed are headed in  
a positive service direction. We consider 
these countries effective in their customer 
service performance. Once again, these 
countries include the Nordics (Denmark, 
Finland, Norway and Sweden), as well  
as Ireland, Japan and the Netherlands. 
Singapore is also in this category, and 
nearly off the chart in terms of citizens� 
perception that service has improved.

Countries on the move but still with 
considerable room to improve from the 
citizens� perspective include Belgium, 
Malaysia and Poland. Malaysia�s momen-
tum was borne out in our rankings this 
year. The country jumped noticeably with 
the boost from the citizen survey. Poland 
is a new entrant in our survey this year, 
but clearly, we will watch its develop-
ments in the future with interest. Likewise, 
Belgium is on the cusp of moving into  
the top-right quadrant, and its moves in 
the near future will be telling.

Countries that citizens scored most poorly 
in comparison with their own performance 
three years ago include Brazil, Germany, 
Italy, Portugal, South Africa and Spain. 
Their service performance from the 
citizens� point of view seems to be headed 
in a downward direction. For them, the 
trend should be a cause for concern. 
These countries are in the greatest need  
of a dramatic intervention to turn the  
tide of current opinion. 
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The last category includes those countries 
where citizens are still generally satis�ed, 
but where service, in the opinion of those 
citizens, has not improved in comparison 
to three years ago. We noted the results  
in this category with extreme interest,  
as it contained some of the strongest 
performers from our past reports, including 
Australia, Canada, France, the United 
Kingdom and the United States. We have 
praised all of these countries in the  
past for their strong visions of value-led, 
citizen-centric service�yet somehow  
they have let service �ag in the eyes of  
the citizens. We caution these countries 
against becoming stymied by their own 
success�taking too long to transition  
from successful approaches of the past�
because by doing so they risk the  
danger of losing momentum. What will

it take to move citizens beyond compla-
cency in these countries? What will it  
take to reverse citizen disenchantment,  
or to maintain the positive momentum  
in others? In short, what will it take  
for governments to continue to build  
the trust with their citizens? 

It will take putting a robust vision of 
customer service into action. Governments 
have promised the world to citizens.  
They have talked about removing 
organizational boundaries and providing 
highly tailored service based on a deep 
understanding of who their citizens  
are�as individuals and as members of 
communities. In the end, however, citizens 
will judge their governments by their 
actions rather than their promises. And 
governments still have much work to do 
to be able to keep their word.

In the sections that follow, we discuss 
governments� progress in turning their 
customer service promises into meaningful 
outcomes for their citizens. We look at  
how governments are currently developing 
their understanding of citizens� wants  
and needs and then how they are or  
are not managing the infrastructural, 
workforce and service network changes 
needed to create a positive customer 
experience.
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Why we include rankings
Accenture�s decision to include 
rankings in our report causes  
decidedly mixed reactions among  
the government executives we 
interview. Some individuals feel 
strongly that the rankings encourage  
a competition, which moves  
governments to be less open about 
their challenges and approaches.

On the other hand, many more 
executives look to the rankings as  
a useful snapshot of their service 
performance. Accenture�s intent,  
in fact is to help point to potential  
areas where governments could 
improve their own performance or 
learn from the approaches of others.

Our aim is not to set governments  
at odds. Our rankings are meant 
neither as a merit badge for the top-
scoring countries nor as a censure  
of those that score lower. We also 
recognize there are many inputs into 
measuring governments� performance. 
However, the robust methodology we 
have developed and re�ned over eight 

years provides an invaluable point of 
reference for governments. We believe 
governments will be able to take  
what they learn from us and apply it 
with a recognition of the nuances  
of their own particular environment�
political, infrastructural and cultural.

The rankings are just the start of this 
report. The trends we uncover, the 
leading practices from executives that 
governments can adapt, the feedback 
from citizens and our own recommen-
dations�all of these are windows into 
improving customer service, moving 
from the starting point of the rankings. 
It is by taking this combination of 
elements as a whole that governments 
will derive the greatest bene�t. Our 
Leadership in Customer Service series 
of reports is an extensive and rich 
source of information as governments 
work to deliver greater public service 
value through customer service. 

And in the end, that is what will 
matter. Governments do not have to 
prove their performance to us, but they 
do have to prove it to their citizens. 

�
Belgium

Service 
satisfaction 
improvement 
over the  
past three 
years

Current service satisfactionUnsatis�ed Very satis�ed

Service has 
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Service has 
improved

Figure 4.  
Citizens� perceptions of their countries� customer service performance.
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Know the customer�s needs.
As the majority of governments continue  
to struggle with the fundamental principle 
of �knowing their customers,� innovators 
are moving beyond basic demographic 
categories and thinking of customers as 
groups based on more meaningful factors 
that include what the customer truly needs.
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Citizen-centricity, arguably the most 
important pillar of leadership in customer 
service, is predicated on governments� 
having a clear understanding of who their 
citizens are and what their intentions  
are in their interactions with government.  
For governments to deliver greater public 
service value (the right balance of service 
and cost-ef�ciency), they must �rst  
de�ne what their customer-centric service  
model will be based on this understanding.  
For example, will a front-facing organiza-
tion such as a call center simply provide 
information brokering or will it be the 
single point of transaction for citizens?  
Will it evolve over time from a simple to  
a more complex capability? The most 
expensive, high-touch service is not always 
necessary to meet the underlying needs 
and in fact, will quickly erode public  
service value if it knocks service costs out 
of balance.

To develop the right model, governments 
must pinpoint the many potential  
service needs of any individual citizen  
at any given time. Only then can 

government properly tailor interactions  
to each citizen�s circumstances within  
the framework of �scal responsibility. 
�Knowing the customer�s needs� is a 
fundamental, yet deceptively simple 
principle. We �nd that many governments 
still struggle with putting it into practice. 
As governments seek the still-elusive 
single view of the customer, some lose 
sight of the fact that even a single 
customer has different needs at different 
times, depending on his or her current 
situation. There is much scope for con�ict 
here. As consumers of healthcare, for 
example, people usually wish to see no 
expense spared on the treatment they  
or their families receive. But as taxpayers,  
on the other hand, they are frequently 
reluctant to pay the price of the quality 
they demand.

For some governments the challenge  
is even broader. Countries with dramatic 
rises in immigration, including Canada, 
Ireland, Sweden and the United States,  
face a moving target when it comes  
to identifying their customer�s needs and 

wants, because they are serving people 
who do not even share a common 
language, let alone a national identity.  
They have different cultures, different 
backgrounds and different languages. Here 
again, �immigrant� is too broad a category. 

These different needs mean that a great 
deal of detail must be taken into account 
when organizations de�ne their intended 
outcomes, to ensure that they properly 
respond to the needs of their stakeholders.

Basic segmentation schemes  
and satisfaction surveys do not  
go far enough
Most governments rely heavily on 
rudimentary customer segmentation 
techniques and simple customer  
satisfaction surveys to inform their  
service policies. Neither of these is up  
to the challenge of making government 
service truly citizen-centric.

The basic customer segmentation 
techniques that most governments  
favor place citizens into overly broad 
categories�such as �seniors,� �youth�  
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or �the unemployed.� The problem with 
this approach is that individuals cannot  
be pigeonholed. The 42-year-old, recently 
laid-off, sole money earner for a family  
of four is a very different unemployed 
person than a 21-year-old recent college 
graduate just entering the labor market. 
Even on an individual basis, aspects of 
how a citizen relates to the government 
and the services he or she needs can 
change from year to year, or even over 
the course of several months. 

Gross segmentation schemes provide  
just a shade of the insight needed for  
true citizen-centricity, and the simplistic,   
after-the-fact satisfaction surveys that 
most governments use to get feedback 
about services add little more to the 
picture. �We will start to ask questions  
to the citizens�maybe one time a year,  
or at least on a regular basis�about how 
satis�ed they are with the different 
services that we give to them,� says one 
executive. Says another, �We are looking  
at customer satisfaction levels�so every 
group has to conduct annual customer 
satisfaction surveys in relation to the 
services they roll out that year.� In fact,  
the vast majority of executives we 
interviewed cited this as the main way they 
were building a picture of their citizens. 

While well-constructed surveys can be 
useful tools, the reality is that over time it 
becomes easier, and increasingly attractive, 
to �game the system��to construct 
satisfaction surveys in a way that will yield 
the desired answers. This issue rises to  
the surface particularly when customer 
satisfaction metrics �gure heavily into 
overall performance measures for agencies 
or individuals. In the words of one 
executive: �Service delivery organizations 
have learned to play this game. They 
know how to maximize their customer 
satisfaction scores without studying what 
lies behind the scores or without using  
that information in process elements to 
optimize their customer experience and, 
indeed, optimize their costs in doing so.�

Complicating the issue of developing 
customer insight for governments is this 
question: How much �customer-centricity� 
do citizens even want? Interestingly,  
for some, the answer is not much at all.  
For example, our citizen survey revealed 
that in general, remembering a citizen�s 
details from a previous contact is signi
�cantly correlated with service satisfaction. 
In Japan, however, there was no signi�cant 
correlation between these two factors, 
implying that intimate knowledge of a 
citizen�s details is not necessarily consid-
ered part of good service (see Figure 5).

Any government service approach that 
aims to build trust will have to address 
citizens� privacy concerns. �In the 
implementation of customer-centered 
architectures, we have to be very careful 
on the use of tools such as CRM. We  
have to gain the trust and understanding  
from the citizens of what will be the 
added value with the creation of a �citizen 
pro�le,�� says Anabela Pedroso, President 
of Portugal�s Agency for Public Services 
Reform (AMA). �It�s not completely clear 
that the citizen will react the same way 
if, as happens today, I buy a book on 
Amazon.com, and after that I�m welcomed 
in a very personalized way with sugges-
tions based on my last buy. I�m convinced 
that the biggest challenge that we [in 
public administration] face in the near 
future is to gain the trust of our citizens 
that we use their money in the best way, 
when we speak about eGovernment�  
The measure of our success in CRM will be 
when as a citizen I will accept as a natural 
thing that any public administration site 
will welcome me with �Good morning, 
Anabela. The last time you were here you 
did this and that: Would you like to 
proceed?�� Her point highlights the basic 
challenge in building the trust that many 
governments face. 

In contrast, Christophe Alviset, Under-
Director of Information and New 
Technologies at France�s Ministry of 
Economy, Finance and Industry, describes 
the prevailing attitude in his country  

this way: �We�re not that inclined to think 
in a customer service way. And I�m not  
sure that clients expect it that much either. 
They�re used to how the administration 
behaves. They�re not surprised. What  
they want is a more streamlined adminis-
tration, but they�re not demanding to  
have a single access.�

Breaking the citizen-centricity code
The fundamental questions of customer-
centricity then�what it is and how  
much of it do citizens want�are wrapped  
up in issues of both culture and personal 
preference, as well as in the nature of  
the interaction. The answers are rich and 
dynamic; gross demographics and 
satisfaction scores alone will not reveal them. 

The next evolution for governments is to 
take a page from effective private-sector 
marketing techniques�moving beyond 
basic demographic categories and thinking 
of customers in more nuanced groups 
based on factors that include a citizens� 
needs and intentions. For example, Rosina 
Howe-Teo, Group Director (Innovation  
and Infocomm Technology Group) & Chief 
Innovation Of�cer of Singapore�s Land 
Transport Authority (LTA) says, �We do not 
look at land transport so much as bringing 
people from point A to point B. From LTA�s 
perspective, transport is also about lifestyle. 
It promotes lifestyle. It affects lifestyle.  
It shapes lifestyle. The way we look at 
customer feedback is also about enhancing 
lifestyle.� In other words, the government 
of�cials in Singapore who are working  
to improve transportation services begin  
their analysis by understanding citizen 
lifestyle preferences, rather than looking  
at service metrics in isolation.

In another example from Singapore, the 
Central Provident Fund Board (CPFB)  
has identi�ed that it wants to reach out  
to educate Singaporean youth about the 
bene�ts of saving, long before they 
become pension-fund members. CPFB 
executives take what they know of their 
targets� attitudes and behaviors and 
combine it with some of the more effective 
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marketing techniques from private-
industry giants to communicate and 
educate in truly novel ways. For example, 
they use computer games: �How do we 
entice a younger generation to learn from 
us? Generally, the young people will not 
go to the government website unless  
we have some games. The concept of our 
game is to �learn at play.� It aims to impart 
the habit of good investment, the habit  
of good savings, and the habit of buying 
good insurance at various life stages.  
It�s for young adults, especially students 
in the higher education institutions, but  
I think they like the game because they 
play games all the time,� explains Ng Hock 
Keong, Director, Customer Relations 
Division, Singapore�s Central Provident 
Fund Board. 

�When we launched our games,� he 
continues, �we also threw in attractive 
prizes to entice them. And it worked,  
as we received a very good response.  
During the �rst three months� of launch, 
we received an average hit rate of  
more than 17,000 per month. And for 
greater reach and impact, we organized 

interschool competitions using this game.  
For example, our �rst foray into the 
polytechnics last year was most encour-
aging. We saw 16,500 students, or  
about a third of the polytechnic student 
population participating in the online 
contest.�

For some governments, citizen forums and 
panels have proven useful starting points 
for a more in-depth look. Canada has 
developed standing panels of citizens that 
the government can tap at any point to get 
direct and detailed feedback about service 
plans and performance. The government 
uses this capability as a near-instant focus 
group. More important, policy-advisors 
distribute transcripts of the actual dialogue 
with citizens to decision makers along with 
summaries and conclusions. In this way, 
government leaders �hear� the true voice 
of the citizen for themselves and factor it 
into their decisions.

Others use existing tools in new ways. For 
example, as the U.S. Postal Service Vice 
President and Consumer Advocate Delores 
Killette explains, she uses her role in a way 
that goes far beyond that of a traditional 

ombudsman: �The role is not unique to 
government. But how we look at the role 
and what we do with the role may be 
unique. If you look at some agencies, they 
may think of it as a complaint department. 
We don�t look at it that way. We see it  
as an opportunity to �nd out what�s in  
the minds of our customers,� she says.  
Killette regularly synthesizes her discus-
sions with consumers to provide guidance 
to the rest of the organization about 
service issues that deserve their attention. 

In Malaysia, the government has had its 
Meet the Customer program in place for 
�ve years. On designated days, the heads  
of departments and other of�cers are 
available for the customer to come and 
personally address them concerning any 
issues they might have with each agency. 

Translating citizen understanding  
into service policy
What governments learn about customer-
centricity in more speci�c contexts has 
clear implications for channel strategies.  
In Belgium�s service philosophy, for 
example, citizens choose the channel 
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Correlations between governments remembering relevant details and citizen satisfaction. 
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depending upon the service they need: 
online for services where speed, indepen-
dence of time and space and easy access 
are important, and of�ine when personal 
support and clarity of information is 
required. Of course, there will always be 
citizens who will never go online at all,  
no matter what the incentive. 

Sean Cosgrove, Ireland�s Revenue On-Line 
strategy manager, says: �I think we need  
to understand our customer far better.  
We know that there are large businesses 
that for some reason are not �ling [taxes] 
online. But we also have a lot of small 
businesses. We have a famous area in 
Dublin where we have a fruit market, 
where we have people who have a stall 
and they sell apples and oranges and so  
on. I�m not sure those people would ever 
�le online as a one-person business.  
We also have very remote areas of Ireland 
where we have a farmer with 10 sheep. 
And I�m not sure we�d ever get those 
people to turn on a PC, never mind go 
online.� As a result, the Irish Revenue  
must develop a set of channels that work  
for these types of business �lers.

Lars Frelle-Petersen, head of Denmark�s 
Digital Taskforce, echoes the sentiment.  
�It is a cultural change that we are going 
through for the citizens because they ask 
for most services online, but when we 
bring them online, they don�t necessarily 
use them. They are used to �lling out a 
form and putting it in the mail. They don�t 
think about if it�s much harder for the 
public sector to receive the form on paper 
or digitally. That is why we are now talking 
about enforcing the cultural change  
by shutting down some of the analog 
channels and thereby ensuring the use  
of the digital channels.�

The US Internal Revenue Service (IRS)  
has turned to sophisticated market 
research techniques such as conjoint 
analysis to re�ne its perspective  
on taxpayer preferences for receiving 
services. Bert DuMars, Director of 
Electronic Tax Administration for the  
IRS, explains the service�s 360-degree 
perspective and iterative process for 

developing channel strategies: �We just 
completed a comprehensive study for a 
report called �Taxpayer Assistance Blueprint.� 
It looked at our entire services portfolio 
from end to end. And we did a conjoint 
analysis of: �If you have the option of using 
the Web or having a walk-in center where 
you can go and talk with someone directly, 
what would you choose?� Then we start 
changing the parameters around each one 
of those, saying, �Which would you choose 
now under this situation? Which would  
you choose if you had to drive more than 
10 miles to see somebody?� And so on. The 
obvious trend is that people would prefer 
to go to the Web because they can access it 
7/24/365 conveniently.� However, even an 
intimate understanding of taxpayer needs 
such as this is only the beginning. DuMars 
continues, �Do we have all the services 
necessary to meet their needs? The answer 
is no. We have a lot of services that need  
to be developed. We also must continue  
our focus on increasing the quality and 
usability of our electronic channels.�

Heading for the next plateau
In tandem with deepening their under-
standing of citizens� needs and beginning 
the work of tailoring service channels 
accordingly, leading governments are 
digging into the question of the real 
drivers of citizen satisfaction. These  
go well beyond responsive call centers  
and friendly service personnel to include 
complex factors such as citizens� trust  
in the quality and effectiveness of the 
service they receive and their con�dence 
in the people they�re dealing with. Of 
course, every handoff from one govern-
ment agency to another threatens this 
trust and con�dence.

Fundamentally, no matter the channel, 
every contact that does not add value to 
the service experience is an inconvenience 
for citizens and businesses and represents 
excess costs for public service delivery 
organizations. In response, some govern-
ments are constructing services starting 
with the 20 or 30 major life events that 
account for 80 percent of total citizen 
interactions with government and then 
working backward. It is somewhat an 

inversion of the �start small and scale� 
approach favored by many. Then, when 
someone contacts the public service 
concerning a major life event, they take  
a �no wrong door� philosophy. No matter 
where the citizen touches the public 
services �rst, that contact point takes 
ownership of that information or collects 
all the information they need for all  
the relevant public agencies. They then  
have a responsibility to the customers  
to manage that process through.

The problem with this approach is keeping 
service at an acceptable cost. Governments 
have to �gure out a way to get customers 
to self-serve in some areas and also  
how to get customers to come through the  
best door. At least part of the answer lies  
in providing consistency, so that citizens  
do not have widely varying customer 
experiences depending on the agency  
they approach or the channels they decide 
to use. In the words of another executive: 
�Typically there will be more than one 
interaction with each agency. Not only  
are they not joining up, some of them  
are not ensuring a single-touch resolution  
of the issue. And sometimes they are 
genuinely not set up to provide that one-
touch customer service because the 
customer is not con�dent that they will 
ful�ll the need or they have not under-
stood what has happened until the agency 
comes back with further information.�

Clearly, in some cases excellence in service 
delivery will lie not so much in knowing 
everything about the customer, but  
rather in knowing everything about how 
government services intersect, so that 
governments can provide a �one and 
done� experience for the citizen. �The job 
in the long run is not to answer all the 
phone calls. It is to stop the phone calls 
from coming in,� explains Dr. Jim Zingale, 
Executive Director of the Florida 
Department of Revenue. 

In the next section, we describe the 
important infrastructural considerations  
in getting services to intersect and in 
ensuring a consistently good customer 
experience, government-wide.
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��The job in the long run is not to answer all the phone calls.  
It is to stop the phone calls from coming in.�

Dr. Jim Zingale 
Executive Director  
Florida Department of Revenue
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Make the connections. 
After years of setting expectations of 
citizen-centric service, governments are 
expanding their focus to the hard and 
time-consuming (and often thankless) task 
of creating the integrated business and 
systems infrastructure that will ful�ll the 
service promises they have made.
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In 2006, we described that as governments 
have created increasingly rich eGovern-
ment programs, they have also created a 
new vantage point�from which they can 
see that high performance in customer 
service will require new mindsets, processes  
and structures. Certainly, the vision of 
customer service that governments create 
will evolve over time; the very meaning of 
leadership in customer service will evolve 
as technologies, policies and citizens� 
expectations change. However, what we 
see now is governments taking a holistic 
approach. They are focusing on develop-
ing not only an aspirational vision, but  
an operational one�driving their current 
front-of�ce customer service strategies 
into the service delivery organization. 

�One of the critical context pieces for us is 
our government�s focus on the restoration 
of trust and con�dence in government 
through improved management, improved 
accountability. It�s a cornerstone of the 

agenda,� says Ken Cochrane, Chief 
Information Of�cer of the Government  
of Canada. �And so by de�ning approaches 
to act more as a single enterprise, the  
view is that we will be more ef�cient, more 
effective and obviously spend our taxpayer 
dollars better, and ultimately improve 
services to Canadians.  Improving and 
modernizing internal services is essential  
to delivering improved citizen services.�

From a citizen�s perspective, the mandate 
for tangible improvement seems clear.  
In our citizen survey, we saw little improve-
ment from last year in scores across all 
countries when we asked about ease of use 
of government services through different 
channels. In nearly half the cases, citizens� 
perceptions of the ease of use have gotten 
worse (see Figure 6). Governments may 
have spent signi�cant resources on up-to-
the-minute technologies, but fundamen-
tally, they have not made it much easier  
for citizens to interact with them.

Governments face an  
unglamorous challenge 
Governments have entered a period  
of tremendous challenge. After the splash 
of creating exciting visions and promises  
of truly citizen-centric government 
services, many governments now realize 
that their infrastructures are not up to  
the task. They �nd themselves in the odd 
position of playing catch-up on a promise 
that citizens expect to be ful�lled. The  
time has come to create the infrastructure  
that closes the loop between expectation 
and experience. 

Understandably, as they come to grips  
with the undertaking in front of them, the 
government executives we interviewed 
expressed more tempered enthusiasm than 
even a year ago. The essential infrastruc-
tural work that comes next is unlikely to 
capture the imagination of citizens and the 
media. It is hard work�plain and simple. 
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Apart from being unglamorous work,  
it will take considerable time. �We  
have a program here called the personal  
Internet page,� says Cor van Tilborg, 
Interim Director of the Government  
ICT Unit in the Netherlands. �We think  
that it can enhance the ef�ciency of 
government, the ef�ciency of policies  
and also reduce the anxiety of businesses 
when they see that government is really 
trying to keep them informed. It is not 
visionary; the only question is whether  
it will be done within three years or �ve 
years or eight years. But I think that is the 
range in time we are talking about before 
we have most of those things in place.� 

According to Lars Frelle-Petersen, the 
Danish government faces a similar  
long road ahead in enabling the cross-
government interactions that characterize 
excellence in customer service. �We are 
building an information platform that 
should help us do it. We set up goals  
for a full-scale citizen portal to be �nished  
not in 2008, but probably in 2012,�  
he says. �It is a huge challenge in respect  
of building up the right architecture, 
doing it in the right way and simultaneously 
setting up the standards that we are 
going to use.�

That long road may be a bumpy one as  
well. To begin with, not all central agencies 
and local governments (or even private-
sector partners) start from the same  
place technologically. �There�s quite a big 
difference between municipalities, and also 
between state agencies. There are some 
that are very digitally advanced and have 
many good services, and there are also 
some that have barely started,� explains 
Natascha Dexters, the Head of the Citizens 
Communication Division in the National  
IT and Telecom Agency of Denmark.

In Japan, the issue tends to be one of 
widely varying attitudes toward control. 
�When it comes to the local government 
level, some want to develop their unique 
systems; others simply want to use an 
already-developed system,� says Takuya 
Hirai, Japan�s Liberal Democratic Party 

Politician, u-Japan Initiative Leader.  
�I would say that the government is  
trying to introduce the so-called common 
infrastructure throughout the nation  
and at the same time trying to reduce  
the overlapped investment in the local 
governments. However, when it comes to 
local governments, they are sometimes 
very protective in trying to develop vendors 
that each local government uses. Because 
of this hindrance, the common infrastruc-
ture is not progressing quickly. But if  
we stand on the user side, what we need 
to focus on is to increase the level of the 
convenience. Therefore we will keep trying 
to see how we are able to make those 
infrastructures common.�

Coordinated service infrastructures may 
also reach into the back of�ces of 
nongovernmental organizations, including 
those of service delivery partners, unions 
and businesses. This adds to the complexity. 
One executive describes the burden for  
her customers: �Our technology is very 
rapidly evolving and we constantly  
want our customers to integrate with us.  
Our customer base is so huge; it�s just a 
challenge getting them to climb on board.� 
Sean Cosgrove, Ireland�s Revenue On-Line 
strategy manager, echoes the sentiment: 

�Sometimes it is very dif�cult to match  
our IT developments with actual events in  
the outside world. For instance, if every 
trade union said to us, �Our half a million 
members pay X amount in annual fees,� we 
could very easily give [tax] relief at source 
for those members.� We also have situa-
tions where maybe other IT developments 
are not on a par with ours�this too can 
complicate the situation.�

The challenge intensi�es as governments 
try to integrate across national borders. 
European Union countries in particular will 
have to walk the line between European 
standards and their own implementations.

Taking stock
As governments come face to face with  
the reality of what they must do, not 
surprisingly, they are taking stock of where 
they have been and making carefully 

considered decisions about how to move 
forward. Some executives say they are 
learning from their initiatives of years past: 
While some of their service initiatives had 
breakthrough impact regarding what to 
change, the bene�t of others came mainly 
from teaching their governments how to 
change. For example, Barb Kieley, Senior 
Assistant Secretary, Transformation 
Alignment Of�ce within Canada�s Treasury 
Board Secretariat, describes the process  
as �a period of in�ection and re�ection 
regarding [their] future service strategies.� 

The focus now is on the needs and wants 
of citizens and businesses, as well as on 
how they interact and lead their lives these 
days. Governments are using that focus  
to drive through transformation�both in 
individual delivery agencies and also across 
government. Many government executives 
mentioned that they do not use the term 

�eGovernment� anymore if they can help  
it. They stress that it is not just about 
providing services on the Web; it is about 
the underlying agency systems and 
business processes and how they work 
together. It is increasingly about the 
endgame of the customer service agenda.

They are taking on the hard work of 
building an integrated, enabling back of�ce 
that institutionalizes their service policies. 
�If you look at what we�re trying to do in 
our new plan for 2015, a lot of it is about 
enabling development and growth, from 
looking at infrastructure to manpower  
to processes,� says Yeng Kit Chan, CEO of 
the Infocomm Development Authority  
in Singapore. �For eGovernment, we�ve 
reached a certain level of maturity.  
We have called our new plan iGov2010.  
We were debating what �i� should stand for.  
We wanted �i� to stand for �innovation� and 
�integration� among other things. But in the 
end we settled for integration. We believe 
that both integration and innovation are 
important. Nevertheless, integration is the 
next logical step in Singapore�s eGovern-
ment journey. And integration will be  
one area where we can make big strides in.�
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The way forward:  
Flexibility and interoperability 
As governments consider how best to deal 
with their large-scale technical challenges, 
�exible architectures and interoperability 
pervade their discussions. Accenture 
believes that governments will increasingly 
develop interoperable architectures  
rather than insisting on rigid integration, 
favoring common data stores, reusable 
components, open source systems and 
service-oriented architectures (SOAs)  
to make their variegated operations  
work as one (see sidebar, SOA de�ned).

For example, Spain is becoming a model  
for other European countries in this  
regard, with its national SARA network. 

�We have created an infrastructure of 
communication that links all the adminis-
trations with regional governments,  
so that the state administration and all  
the regional governments are currently 
associated. That is what we called SARA, 
and this year, this network is going to  
be extended to the local administrations,  

the town councils,� explains Juan Miguel 
MÆrquez, Director General of Government 
Modernization in Spain. �The coordination 
with Europe is carried out through the 
central government. But because we are 
using this shared platform of mutual 
recognition, it is immediately transferred  
to all the regional governments. For 
example, everyone who is a part of SARA  
is automatically incorporated into TESTA  
[the European network for administration]. 
This is why Spain is one of the countries 
selected to participate in the new program 
of TESTA�we are one of the few countries 
that has a full network already con�gured 
linking all the administrations. So we  
have a link between European contacts, 
European commitments, regional 
governments and local administrations.�

Anabela Pedroso explains the emergence  
of the Portuguese government�s approach 
to interoperability: �This approach allows 
us to interconnect�to integrate the 
delivery of services but not necessarily the 
back-of�ces. That is one of my dearest 

SOA de�ned
SOA stands for service-oriented 
architecture, which is a framework  
for �uidly combining legacy and recent 
IT assets to deliver new applications, 
business processes and business models 
inside and outside the enterprise. SOAs 
support high performance by delivering 
services that can be reused across the 
organization and assembled on the �y. 
This allows for nimble business- and 
technology-driven responses to changes 
in customer service needs.

SOAs can only grow in importance,  
and governments, particularly as they 
push for more service collaboration,  
will look for more nimble solutions  
for dealing with their existing legacy 
systems and inequalities of technologi-
cal sophistication. Leaders already 
recognize the value of SOAs. According 
to recent Accenture research3, fully  
half of high-performing IT organiza-
tions (businesses and governments 
alike) are committing SOA technology 
to their business, compared with only  
23 percent of all respondents overall.3 �For more information on Accenture�s research into high-performing IT organizations, see Accenture�s report  

IT Investing for High Performance: A Global Survey of CIOs, at www.accenture.com
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Comparison of changes in citizens� perceptions of ease of use of particular channels.*
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projects in public administration because 
with this offer of a central gateway for 
translation and orchestration of processes, 
it�s possible to interact directly with local 
databases with security and convenience 
to everyone. Our �rst process was the 
support to the Citizen Card (Portuguese 
electronic eID). With this architecture  
we gained, too, a new level of trust and 
partnership inside public administration. 
The Framework for Common Services  
(FSC), as we call this platform, is a �neutral� 
IT platform, using and accepting dot.net 
and Java Web services. It offers integrated 
services of authentication, orchestration 
and electronic payment and is especially 
useful for transversal projects, such 
as creating an enterprise online (which  
is already available), that interconnects  
four different information systems and 
provides information to two others. With 
this project we are achieving another aim: 
The use of common semantic, technical 
and organizational standards that can be 
replicated from central to local government.�

Yeng Kit Chan, CEO of the Singapore 
Infocomm Development Authority (IDA) 
describes a similar approach. For example, 
the government has put in place a Web 
service exchange that agencies can ride  
on to exchange information and share 
common Web services. There is no need  
for them to develop their own systems  
to integrate with one another. �It is not  
that government agencies do not believe  
in integration, but rather, the pain in 
integration is high because each of them 
has their own systems and processes 
already in place. So what we at IDA try to 
do is put in place some central infrastruc-
ture, central architecture and central 
standards and policies so that the pain 
involved in integrating is lower,� explains 
Yeng Kit Chan.

Accenture believes that open standards, 
open source software and reusable 
components will play key roles in enabling 
interoperability. In the United Kingdom,  
the government�s annual report on its 

Service Transformation program describes 
its intention to develop a consistent 
approach to standards and architecture 
across government. Key to this approach  
is that legacy systems will be progressively 
refreshed by taking advantage of open 
standards, commercial off-the-shelf 
products and asset reuse. The Italian 
government is promoting open source 
software in public administration by  
tying it to funding�projects adopting and 
developing open source software applica-
tions will be given �nancing priority.

�In Australia our aim is to produce a 
portfolio of information and communica-
tion technology (ICT) assets that can  
be reused in new combinations across 
government agencies,� explains  
Ann Steward, Australian Government  
Chief Information Of�cer and head of 
 the Australian Government Information 
Management Of�ce (AGIMO). �The purpose 
is to improve customer service, to 
 better respond to government change,  
to improve government ef�ciency and  
to provide capabilities that will support 
future policy needs. To do this we are 
developing an Australian government 
service-oriented architecture to de�ne  
the components, standards, patterns and 
principles that will guide government 
investment decision-making and govern-
ment project development. We are also 
developing a series of frameworks,  
tools and governance structures that  
will support increased standardization, 
reduced duplication and improved 
collaboration between agencies.� 

Norway takes a similar approach. �With the 
current government what we have more  
in focus is this component thinking,� says 
Katarina de Brisis, Senior Advisor for the 
Department of IT Policy in the Norwegian 
Ministry of Government Administration 
and Reform. �If you look at our govern-
ment�s ICT-strategy, it says we shall make it 
simpler for the citizens and businesses by 
continuing the line of concentrating access 
to services in portals. A new, important 

aspect, which I think is the right approach, 
is the infrastructure components. That 
means that the public sector needs  
to build an infrastructure decomposed  
into speci�c components�like security,  
or form handling, or message switching, 
or other parts of the whole apparatus  
you need to deliver services online. The 
components should be reusable, so that 
we don�t have the situation where every 
public agency builds this apparatus 
themselves from scratch every time they 
want to deliver some kind of electronic 
service that demands a high degree of 
interactivity.�

Other government executives agree,  
saying they only recently have been able  
to start thinking of how they can build a 
more integrated service layout for citizen 
self-service in a way that delivers the  
value of joined-up government without 
requiring major restructuring and the 
danger of creating another set of silos.

Open standard and open source code 
remains a viable option for enabling  
this interoperability in many countries. 
�Malaysia has set up an Open Source 
Competency Center as a single point  
of reference for open source software.  
We provide services such as consultancy; 
technical advice; awareness and training 
programs; and research and development 
to all government agencies. We also 
collaborate with organizations such as 
UNDP,� says Dr. Nor Aliah Bt. Mohd Zahri, 
Deputy Director General (ICT) of the 
Malaysian Administrative Modernization 
and Management Planning Unit (MAMPU), 
Prime Minister Department. Says Steven 
Poole, CEO of Information Technology 
Services Branch, Public Works and 
Government Services Canada, �I am 
prepared to consider more open source 
software. I�ve asked my chief technology 
of�cer where it �ts in our technology 
direction. I would describe it as being in 
the mix.�
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Laying the foundations:  
New funding structures
Discussions of technology platforms aside, 
issues of funding these new or improved 
infrastructures �gure heavily into govern-
ments� plans. Many governments have  
set up of�ces to coordinate technological 
development across their countries and 
have increased their emphasis on proving  
a business case for investment.

Over the past year the Danish government 
has undertaken a budgeting reform  
that now allows individual agencies to  
borrow money from the government to 
make infrastructural investments and then 
capitalize those investments over multiple 
years, depending on the size of the project. 
�Before when investing in an IT system, 
they couldn�t capitalize the investment 
over multiple years,� says Demark�s Lars 
Frelle-Petersen. �They had to do it  
when they bought it. But now, because 
the budgeting reform is making it possible  
to make a loan, and do the capitalizing 
process over a few years, they can save 
money from being more ef�cient to  

pay down the loan. We think it will change 
how the institutions think about IT 
investments and combine IT investments 
with the thinking of being more ef�cient.� 

In Portugal, where the government is 
highly centralized, the Agency for Public 
Services Reform (AMA), is housed in the 
Presidency of Ministers Council, which 
gives an excellent view across agencies 
resources. �In the Agency we put ourselves 
in two levels of interaction with public 
administration,� explains Anabela Pedroso. 

�One, on the implementation of policies 
that will in�uence all public sector,  
based on a common strategy for Public 
Administration Modernization [called the 
Simplex Program] and in�uencing the 
choice of sectorial projects to be �nanced 
with EU structured funds as a panel review 
team. The second area of interaction 
includes our own portfolio of services to 
help agencies achieve their own goals  
of organizational modernization, process 
reengineering, change management and  
so on. It�s our way of saying, �let�s work 
together,� �the change is possible� and  

�we, as public servants, should be proud  
of what we can do when we commit 
ourselves.� The initials of the Agency, AMA, 
also means in Portuguese, �to care.� That 
too is our goal, to be available to everyone 
who needs our help in this long journey 
towards simpli�cation and better delivery 
of services to the citizen and enterprises.�

Not all coordinating agencies have the 
�nancial muscle to make things happen 
quickly. Those that do not have direct 
control of the funds must be more creative. 
In South Africa, for example, the Center  
for Public Service Innovation (CPSI) has no 
actual authority to enforce cooperation 
among government agencies; it must rely 
on in�uence to effect change. CPSI  
took the smart step of getting behind the 
Government Communication and 
Information System (GCIS)�an agency 
with real political in�uence�when �rst 
starting out. As members of CPSI identi�ed 
critical government departments it needed 
to in�uence, it worked through GCIS to 
build those important relationships.

��We have called our new plan iGov2010. We were debating what �i� should stand for.  
We wanted �i� to stand for �innovation� and �integration� among other things. But in the 
end we settled for integration. We believe that both integration and innovation are  
important. Nevertheless, integration is the next logical step in Singapore�s eGovernment 
journey. And integration will be one area where we can make big strides in.� 
Yeng Kit Chan 
CEO, Infocomm Development Authority 
Singapore
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In Japan, the Government Project 
Management Of�ce (launched in the spring 
of 2006) includes �ve private-sector  
people who act as advisors or assistants  
for technology investments. �For the  
�scal year 2007, we were able to cut down  
30 percent of the cost because of this 
group of people viewing the overall process  
in excruciating detail. So as a result, this 
group of people is giving a very strict eye 
whenever requests for budget are made,� 
says Japan�s Takuya Hirai.

The United States is taking a new business-
oriented and more �exible approach to 
funding its national infrastructure through 
its infrastructure optimization Line of 
Business. �As infrastructure becomes more 
commoditized, we have to work out  
ways to use that and basically drive down  
costs in that arena,� says Karen Evans, 
Administrator of E-Government and 
Information Technology at the US Of�ce  
of Management and Budget. �So rather 
than in the traditional fashion of outsourc-
ing it, we�ve proposed to set up identi�ed 
metrics as a standard that the agency  
has to achieve. In some cases it might be 
consolidation is the answer. In other cases 
it might be doing a better job in-house. Or 
it could be outsourcing it to someone else. 
Whatever it may be, we really don�t care 
quite frankly, because these are becoming 
much more commodity items. What we�re 
concerned about is that they get good-
quality, high-level service at a reduced  
cost because that�s what we�ve seen in the

private sector, and that�s what we can 
demonstrate by the information that we�re 
collecting from other large organizations� 
That is substantially different from what 
we�ve done with some of the other lines of 
business. But I think it shows the �exibility 
that we have in dealing with these cross-
agency initiatives.� 

Australia has taken one of the more 
interesting approaches to funding we have 
seen. �Each year, the government takes  
1 or 1.25 percent off funding to agencies 
as an ef�ciency dividend. It has been doing 
that for 20 years, which requires all  
sorts of smart ways of working. This has 
produced direct productivity improve-
ments within government,� says Lynelle 
Briggs, Public Service Commissioner. While 
such a radical approach runs the risk of 
getting in the way of investing, it certainly 
is a strong ef�ciency incentive.

As governments pursue high performance, 
more important than the speci�cs of  
how they create the infrastructure for 
exceptional customer service is ensuring 
that they do it right. However, our research 
shows that in their intense focus on  
the infrastructural aspects, governments  
can easily lose sight of the more important 
factor in their success�the attitudes and 
capabilities of their workforce. In the next 
section, we discuss why for governments, 
getting their people to deliver on the 
promise is arguably the more challenging 
part of making the vision operational  
and creating public service value.
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��By de�ning approaches to act more as a single enterprise, the view is  
that we will be more ef�cient, more effective and obviously spend our 
taxpayer dollars better, and ultimately improve services to Canadians.  
Improving and modernizing internal services is essential to delivering 
improved citizen services.�

Ken Cochrane 
CIO 
Government of Canada
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Align your people.
While many governments amplify risk 
because they lack robust workforce 
strategies, innovative governments have 
met the challenge head-on, and have 
developed strategies along one of two 
lines: ramping up their workforces through 
extensive training and recruitment,  
or opting for smaller numbers of highly 
engaged people.
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High-performance governments realize 
that just implementing the technology  
will not guarantee leadership in customer 
service. As many governments �nally turn 
their attention to long-overdue technology 
overhauls, we �nd they continue to 
overlook, or at least underestimate, the 
impact of the workforce. What restructur-
ing must take place to align employees 
with the new technology-enabled ways of 
working? How must governments prepare 
employees to coordinate service delivery 
across agencies and levels of government? 
The workforce challenges start with  
the need to retool employees to work in  
the information age, with self-service 
functionality solving easy problems and 
actual customer interactions becoming 
more complex. Their efforts are complicated 
by the well-publicized impending shortage 
of skilled labor as baby boomers approach 
retirement. Workforce transformation  
is unavoidable: what is needed now is an 
entirely new focus for public-sector 

employees�one that recognizes  
that serving the citizen�not serving  
the process�is what matters.

Governments that do not adequately  
plan for sweeping workforce changes  
now are setting themselves up for a  
costly awakening. Large-scale technology 
implementations falter far more often 
because of people-related factors than 
technology ones. Even the most promising 
technology can fail to realize its business 
objectives when its intended users  
are poorly trained, resist change or even 
subconsciously sabotage the initiative. 

Recognizing the challenges
Government executives may not be fully 
aware of the magnitude of the workforce 
challenge. In our interviews, we saw a 
number of governments on a course to be 
blindsided by the looming workforce issues. 
One executive describes the type of overly 
cautious and vaguely de�ned approach  
we found to be pervasive: �We don�t want 

to presuppose what our operational folks 
are going to do as a result of having new 
tools and capabilities available to them. 
They may decide it�s a risk and will always 
continue to have cases handled by people 
instead of ever providing a means to  
do that electronically. But that being said,  
I could see us slowly but surely reducing 
that.� The inability to articulate a robust 
strategy signals a disconnection with the 
scale of transformative changes occurring 
on the back end.

For other governments, it is not so much 
that they do not appreciate the challenge 
ahead, it is that they �nd themselves ill 
prepared for how to deal with it. It is one 
thing to be able to implement technologies 
rapidly and well; it�s quite another to  
get people to embrace new systems, learn 
how to work well with them and be held 
accountable for using them. 

Further, governments that think they will 
be able to sidestep the issue as citizens 
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become more used to self-service options 
should think twice. Walk-in centers and 
telephone service are here to stay. In fact, 
the nearly 9,000 citizens we surveyed 
indicate they favor these two channels 
over all others for their government 
affairs (see Figure 7). 

Moving operations closer to the customer 
through these high-touch channels  
means more interaction with the customer. 
Government executives must make sure 
their people can handle the complex,  
multi-agency, person-to-person service 
delivery that citizens want�and that 
implies some fundamental behavior 
changes. Future public service employees 
need to be customer service experts rather 
than paper processors or even subject-
matter experts. Otherwise, governments 
risk alienating the citizens who have  
to come through the high-touch channels 
because their needs are more intense.

Governments need employees who 
understand the complexity of customer 

relationship management as much as  
they do the machinery of government.  
That means employees must develop  
the analytical skills to diagnose citizen 
situations in order to tailor the best 
package of services to that individual or 
family. In addition, they must learn  
how to manage contractual relationships  
with service delivery partners, which  
may be private-sector or nongovernmental 
organizations. Finally, as the service 
standard inevitably moves from giving 
citizens a prepackaged bene�t to helping 
them achieve an outcome, frontline 
employees will have to develop the creative 
and entrepreneurial skills to craft effective, 
customized interventions that solve 
citizens� problems.

�We can�t use the old way of thinking  
when it comes to dealing with the 
taxpayers and the public,� says Svein 
Kristensen, Director General, Directorate  
of Taxes in Norway. �It has been quite 
common in the civil service to have not-

so-quali�ed people in the front toward  
the citizen and taxpayers. And that�s not 
enough anymore. When people are going 
to a public of�ce, to the tax of�ce, they  
are expecting that people know their 
regulations and can give proper answers 
without calling us on the phone � And I 
tell you that�s what they get.� Developing 
such con�dence implies an organization 
adept at knowledge management�so that 
employees deliver consistent answers 
across the board. 

Two alternative strategies
Innovative governments have met the 
challenge head-on, and have developed 
strategies that tend to take one of two 
courses: ramping up their workforces 
through extensive training and recruitment, 
or opting for smaller numbers of highly 
engaged people. The key to either of the 
two approaches is to understand that 
the workforce of the future will be a 
fundamentally different workforce from 
the workforce of today. The move toward  
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self-service has increasingly automated  
the easy interactions. What that means  
is that the service challenges left for  
front-line employees to solve are more 
multifaceted and complex than ever before. 

Canada�s strategy is a standout with 
regard to the �rst approach. The govern-
ment has a robust strategy for workforce 
transformation called PS Renewal. 
�Service transformation and our public 
service renewal initiatives must be tightly 
coupled. As our transformation initiatives 
change the nature of work and create  
a new work environment, we need to  
be sure that efforts to renew our public 
service are aligned,� explains Barbara 
Kieley. Central to Canada�s PS Renewal 
policy is an emphasis on training talent. 
Accordingly, the Canada School of  
Public Service was established in 2004  
to consolidate the training functions  
of several organizations into a central 
national-level public service training 
provider that not only provides role-

speci�c instruction, but also starts from 
the ground level with new employees�
providing training on their role as public 
servants and stewards of the public trust. 

In another example, in Denmark, the 
government is tackling the issue of rising 
expectations of the quality of public 
service against the anticipation that  
1 in 4 public-sector employees will retire 
over the next 10 years. In support of a 
broader �Quality Reform� strategy, the 
Welfare Reform in Denmark aims to 
increase the workforce by 110,000 people 
in 2025 and 125,000 in 2040. The means 
being used include motivating students  
to accelerate their studies to enter  
the workforce sooner and pushing the 
de�nition of �early retirement� to signify 
a later age.

From the other perspective, Finland�s 
Productivity Program encompasses a plan 
to respond to the challenges of an aging 
public service workforce by downsizing 
half of the current public service 

workforce over the next six years, largely 
through non-replacement of retirees. 
Taking an approach similar to Finland�s, 
Svein Kristensen, Director General, 
Directorate of Taxes in Norway, describes 
a conscious and gradual reduction in 
Norway�s civil service: �We are decreasing 
the number of employees and we are 
paying those who are left more to 
compete with the private enterprises and 
private sector. That�s one thing. We are 
also working very hard to develop our 
workforce through specialization. We 
have agreements with the university and 
school systems to get our employees an 
education on top of what they have from 
before. We have programs that we are 
offering our employees and we are 
specializing and doing lots in education.�

In Japan, in September 2006, Prime 
Minister Shinzo Abe committed to 
reducing the number of personnel at 
national administrative agencies by more 
than 19,000 over the next �ve years  

Figure 7.
Citizens� preferred methods of interacting or transacting with the government.*

* Percentage of citizens indicating a preference for using each method to interact or transact with the government.
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in a bid to cut personnel costs. Likewise, 
in Italy, where currently 43 percent of  
the workforce is involved in back-of�ce 
activities, plans for meeting the service 
demands of the future include optimizing 
the size of the workforce over the next  
two years while redirecting others to more 
targeted front-of�ce activities, according 
to Luigi Fiorentino of the Antitrust Authority.

�We have particularly targeted using college 
students in call center jobs because they 
have the knowledge and background to 
quickly learn the tax administration,� says 
Barbara Slater, Assistant Commissioner  
of the Canada Revenue Agency. �We have 
seen that shift in our temporary workforce. 
In the permanent workforce, we continue 
to see a shift to more knowledge workers. 
We have done this over time, so we have 
been able to adjust as we go. It�s a gradual 
transformation.� 

The Swedish National Tax Agency�s 
approach to changing the employee 
mindset starts with a unique philosophy: 

treating citizens as owners, rather than 
customers. This approach changes the 
nature of the dialogue with employees, 
right from the outset (see sidebar, Much 
more than customers). 

The agency has also taken traditional 
citizen surveys and turned them on their 
head to get a view of their own employees� 
basic attitudes. �Normally we ask people 
about their attitudes towards different 
things. But now we asked the taxpayer 
what kind of attitudes we had in the tax 
agency,� says Lennart Wittberg, Compliance 
Strategist for the agency. �So we learned  
a lot about ourselves and also we could 
present this as fact. That was very effective 
when we talked to the staff and presented, 
�This is actually what the taxpayers are 
saying.� We cannot judge for ourselves 
what kind of attitude we have. It must be 
the citizens who decide what kind of 
attitude we have. And if they say that we 
have this kind of attitude, then it is their 
true perception. We can�t argue with them�
that�s a fact.�

A key challenge with the workforce,  
as always, is competition with the private 
sector, particularly when an economy is 
strong. Here, government needs to push its 
advantage, which is that government as 
a career choice gives people the chance to 
truly make a difference, while also offering 
tremendous opportunity to pursue 
different careers in a broad range of areas. 

�Every public servant is an Australian and 
they want the system to be the best one  
it can be,� says Lynelle Briggs, Australia�s 
Public Service Commissioner. �It�s interest-
ing how that plays out. We�ve actually 
tested this question in discussions with 
people who are entering the public service. 
We asked them why they joined the public 
service. And the main reason was because 
they wanted to work in the public interest. 
And so that primary motivator is a very 
powerful, if you like, heart chord that 
agency leadership builds on in terms of 
reform direction.�

03

42  Leadership in Customer Service



On top of capitalizing on goodwill, 
governments also need to develop real 
opportunities for people to enhance their 
skills and then differentiate themselves 
through learning opportunities. For 
example, one of the core principles at 
Service Canada is that service matters. 
Accordingly, the organization has moved 
very quickly to professionalize the role  
of service and service provider, creating  
a comprehensive career development 
program for service delivery agents, 
including ensuring that all client-facing 
people are classi�ed in a professional 
category. As part of its career development 
program, Service Canada opened the 
Service Canada College in conjunction  
with the Canada School of Public Service  
and offers certi�cation in service delivery.

Australia launched a pilot information  
and communication technology (ICT) 
apprenticeship program in early 2007 to 
attract young people who would not 
otherwise have chosen an ICT career in  
the Australian Public Service. The pilot 

Workforce transformation is unavoidable: What is needed now is an entirely new 
focus for public-sector employees�one that understands that serving the citizen� 
not serving the process�is what matters.

Much more than customers
Mats Sjöstrand, Director General of the 
Swedish National Tax Agency, describes 
his organization�s philosophy about 
service to citizens: �In the middle of 
the 1980s we started to talk seriously 
about service. And in the 1990s,  
I think we began to understand why  
it was so important, and we started to 
think in a new way�very, very clearly 
in a new way. 

�We concluded that our citizens are 
much more than customers. They are 
not buying something, buying new 
glasses, buying a watch or something 
from us. In fact, they are our owners. 
And I think that�s very important to 
stress. They have no one else, nobody 
else to turn to when they have an issue 
with the tax administration. And that 
means to an agency like ours, it�s much 
more important to be a citizen than a 
customer. We have to treat them even 
better than we would customers.�

This emphasis helps the agency make 
the connection for its employees 
between a customer service mindset and 
the ability to achieve better outcomes. 
Adds Lennart Wittberg, Compliance 
Strategist for the Swedish Tax Agency, 
�This has a close connection to our 
performance in general. What we try to 
explain to our taxpayers is, we don�t 
only want them to like us and think of 
us as a popular brand or something. 
They must have great trust in us, 
con�dence that the tax authority will 
perform its best. And we know that  
if people trust the tax agency, they will 
also comply more. So what we try to 
convey to the staff is this connection 
between how we treat the taxpayer, our 
service levels and how taxpayers trust 
us and how we can achieve our level of 
voluntary compliance. It�s a direct 
relationship.� 
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1. Initiate the change. 
Establish that change is needed and, 
furthermore, that changing aspects of 
the workforce is the best means by 
which the organization can meet the 
needs of its users and communities.  
This step requires developing a clear 
vision of the intended social outcomes, 
which will not only guide all the 
subsequent stages of the transformation 
process, but will also serve as a critical 
lever for obtaining the necessary 
political sponsorship and buy-in from 
other important stakeholders.

� �Establish the need for change
� �Assess workforce transformation  

as a solution 
� �Develop a vision of outcomes
� �Develop the management and  

leadership team
� �Obtain political sponsorship
� �Secure buy-in from stakeholders

2. Design the new workforce. 
The actual development of the new 
model for the workforce starts with  
a scoping exercise and speci�cally 
de�ning the new roles and/or ways  
of working. At this stage, the transfor-
mation should clarify the new or 
amended tasks, assess the skills required 
to ful�ll the new tasks, develop a 
structure for the new roles and perform 
a detailed job impact analysis.  
The team should also engage staff, 
unions and a wider set of stakeholders 
to obtain the necessary support.  
They should focus on helping people 
appreciate the changes in ways of 
working within the organization  
and understand the expected public  
service improvements.

� �Perform a scoping exercise
� �Develop the new roles
� �Validate approach with key staff  

and unions
� �Perform resilience testing
� �Engage with public service leaders  

and top managers
� �Obtain support from a broader group 

of stakeholders

The fundamentals of workforce transformation

4 �For more information, see Transforming Public Services: Workforce Recon�guration for Social Outcomes,  
a report of the Accenture Institute for Public Service Value at www.accenture.com.

The Accenture Institute for Public Service Value has conducted extensive 
research into what makes for successful workforce transformations.4  
This research has shown that successful transformations occur through  
a cycle consisting of �ve critical steps: 

Initiate

Design

PlanImplement

Evaluate

Figure 8. 
A holistic view of workforce transformation. 
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3. Plan the transformation. 
Ensuring that the right  
infrastructure is in place to support  
the planned transformation and 
designing the appropriate work strands 
of the change process typically includes 
human resources planning; planning 
for consultation with staff and unions; 
developing public relation strategies; 
designing a program of broad, ongoing 
communication with external stake-
holders; formulating implementation 
strategies; and planning for evaluation 
and review activities.

� �Establish the design team
� �Develop the infrastructure
� �Develop plans for work strands:

-HR planning, consultation  
and training

-Communications

-Implementation

-Evaluation

-Review

4. Implement the transformation. 
Putting in place all the activities 
planned in steps two and three needs 
careful orchestration by a skilled  
and appropriately resourced team.  
It requires an ongoing dialogue with 
staff and a program of training and 
development, so that everyone affected 
understands the changes being made 
and how these will affect the way  
they work. This is particularly important  
in situations where the workforce 
transformation is highly complex or 
where implementing changes is likely  
to cause people anxiety and disrupt 
services.

� �Establish the project team
� �Recruit employee champions
� �Engage in ongoing communication  

and engagement with:

-Staff

-Unions

-Professional bodies

-Politicians

-Customers 

-Community

5. Evaluate the impact and review 
the effectiveness of the transformed 
workforce. 
Tracking progress over time and 
developing an evidence base to show 
exactly what differences the new  
ways of working are making will yield 
insight into what future improvements 
to the workforce structure will deliver 
even greater public service value. 
Reviews also ensure that the workforce 
transformation is not seen as an end  
in itself. Publishing the �ndings help 
legitimize the initiative and plays a 
critical part in ensuring that changes 
are sustained.

� �Track progress over time
� �Use all available data
� �Review effectiveness of the  

transformed workforce against 
outcomes

� �Reassess change in the environment
� �Identify opportunities for 

improvements
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apprenticeship program runs for two  
years, and has placed around eighty 
apprentices in ten government depart-
ments. �It�s to give them practical day-on-
the-job work, at the same time as they  
are also receiving formal tertiary training 
in an accredited institution,� explains  
Ann Steward, Australian Government 
Chief Information Of�cer and head of  
the Australian Government Information 
Management Of�ce. �And so this is  
just one particular way that we�re trying  
to ensure that we�re attracting and 
securing young people, who may not 
have considered ICT as a career in  
the past, to come in and work with us.�

Focus on people and process
Just as we discussed in our second �nding 
about service delivery infrastructure, 
workforce transformation is a long- 
term process. It may involve a series of 
initiatives such as the ones we have 
described above. Accenture believes that  
it is critical to manage these activities  
as a holistic program of transformation  
with disciplined, consistent leadership  
from senior government executives. 

As governments look to what lies ahead, 
they realize that even when they get their 
own internal houses in complete order, 
they cannot deliver on the full promise of 
leadership in customer service single-
handedly. In the next section, we describe 
the complex interplay of governments, 
citizens and numerous third parties that 
will shape and characterize the future  
of government service.
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��Our citizens are much more than customers�We have to treat them 
even better than we would customers.�

Mats Sjöstrand  
Director General  
Swedish National Tax Agency
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One  

Key �nding 04



Many



Don�t do it alone.
As governments look to the future 
of customer service, their linear, process-
oriented business models are evolving 
into complex ecosystems of citizens, 
communities, business partners, non
governmental organizations and other 
stakeholders�which are mutually 
accountable for designing and delivering 
services.
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