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Executive Summary
Governments are under 
increasing pressure to deliver 
digital services that are secure, 
accessible, and trusted by 
citizens. Identity is at the center 
of this transformation, acting as 
the gateway between citizens 
and the services they rely on. 
Choosing the right Customer 
Identity and Access Management 
(CIAM) platform is a foundational 
decision that affects service 
adoption, privacy, operational 
efficiency, risk, and public trust.

This Buyer’s Guide is designed to help public 
sector leaders, digital executives, architects, 
and procurement teams:

•	 Understand what CIAM is and why it 
matters for government.

•	 Recognize the unique requirements of 
public sector identity.

•	 Evaluate CIAM solutions using clear, 
practical criteria.

•	 Avoid common pitfalls when selecting a 
CIAM platform.

•	 Confidently assess whether a government-
focused solution like CitizenOne is the 
right fit.

By understanding the unique identity 
challenges governments face, decision-
makers can choose a CIAM platform that 
supports secure, inclusive, and scalable 
digital services for years to come.

Connecting Citizens and Services 
Through CIAM

Identity is the gateway between citizens 
and the services they rely on.

Citizens & Businesses

CIAM
Customer Identity and 
Access Management

Service Service Service

Agency Agency Agency

Existing Systems & Databases
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What is CIAM?
Customer Identity and Access 
Management (CIAM) enables organizations 
to securely manage identities for 
large populations of external users. In 
government, those users are citizens, 
residents, businesses, and other public 
stakeholders.

Unlike traditional Identity and Access Management 

(IAM), which focuses on employees and internal 
users, CIAM is designed for:

•	 Massive scale (hundreds of thousands to 
millions of users).

•	 Public-facing digital services.
•	 Privacy-sensitive data and consent.
•	 Seamless, low-friction user experiences.
•	 Building trust and driving adoption.
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Why CIAM is Critical for Government
As services digitize across departments, agencies, 
and levels of government, identity becomes the 
connective tissue. Without CIAM:

•	 Citizens must manage multiple usernames and 
passwords.

•	 Service adoption remains low due to friction and 
confusion.

•	 Support channels become overwhelmed.

•	 Agencies duplicate identity infrastructure, 
driving up costs and risk.

•	 Public trust erodes due to poor usability or 
privacy concerns.

A government-grade CIAM platform provides 
a unified, secure, privacy-first foundation for 
citizen access, enabling seamless interactions 
across programs and services.
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Government CIAM vs. Traditional IAM
Many governments attempt to repurpose internal IAM platforms for citizen-facing 
use cases or adapt commercial CIAMs designed for retail or financial services. These 
approaches often fail to meet public-sector requirements.

Area Enterprise IAM Government CIAM

Primary Users Employees Citizens & residents

Scale Thousands Hundreds of thousands to 
millions

UX Focus and Trust Low High

Privacy & Consent Limited Core capability

Assisted Service Support Rare Essential

Accessibility Not prioritized Required by law

Interoperability Internal systems Multi-agency, multi-platform
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A purpose-built CIAM platform recognizes that citizens are not employees and should not be treated 
as such. Government identity interactions must prioritize trust, accessibility, transparency, security, 
and inclusivity.
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Core Requirements of Government CIAM
When evaluating CIAM platforms, governments should assess solutions 
against a set of foundational requirements that reflect the realities of public 
sector service delivery.

Many CIAM products on the market are developed 
to optimize commercial objectives such as 
customer conversion, marketing analytics, 
and revenue growth. Government CIAM must 
support a very different set of outcomes. Public 
sector identity platforms are expected to 
operate at massive scale, meet stringent privacy 
and accessibility obligations, support assisted 
service delivery, and function as long term digital 

infrastructure rather than short term engagement 
tools.

As a result, not all CIAM solutions are equally 
suited to government use cases. Agencies 
should evaluate platforms carefully to ensure 
they meet the unique operational, regulatory, 
and trust-based requirements of serving 
citizens, residents, and businesses.

4

4.1 Citizen Experience
A successful CIAM solution must reduce friction and encourage adoption:

Capability Why This Matters

Simple, intuitive registration and 
login

Reducing friction during registration and login increases service 
adoption and reduces support requests.

Familiar, modern UX patterns Citizens expect digital services to match the usability of modern 
consumer applications. Poor user experience reduces trust and 
adoption.

Progressive onboarding (collect only 
what is needed)

Collecting minimal information initially improves registration 
completion rates and reduces abandonment.

Consistent experience across 
services and channels

Citizens interact with multiple government programs. 
Consistent identity experiences reduce confusion and build 
trust.

Mobile-first and accessible 
interfaces

Many citizens access government services through mobile 
devices. Accessible design ensures compliance with 
accessibility standards and inclusive service delivery.
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4.2 Privacy, Consent & Trust
Public trust is non-negotiable. CIAM must support:

Capability Why This Matters

Explicit consent management Citizens must be able to clearly understand and control 
how their data is used. Transparent consent builds trust and 
supports compliance.

Transparent data usage controls Providing visibility into how personal information is used helps 
governments maintain accountability and citizen confidence.

Privacy-by-design architecture Privacy must be embedded in system design rather than added 
later to ensure compliance with evolving regulations (e.g., 
GDPR, CCPA, PIPEDA).

Alignment with public sector privacy 
obligations

Governments must comply with privacy legislation, data 
residency requirements, and security frameworks that govern 
citizen information.

4.3 Security & Identity Assurance
Security must be strong, but invisible to the user where possible:

Capability Why This Matters

Flexible authentication options 
(MFA, passwordless, etc.)

Providing multiple authentication options allows governments 
to balance strong security with ease of access for citizens.

Risk-based access controls Configurable authentication allows systems to increase security 
when risk is high, introducing additional friction only when the 
request warrants it.

Identity verification and assurance Certain government services require higher levels of identity 
assurance to protect sensitive information and prevent fraud.

Fraud detection and anomaly 
monitoring

Detecting suspicious activity such as account takeover 
attempts or automated attacks helps protect both citizen 
identities and government systems.
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4.4 Assisted & Inclusive Service Delivery
Governments must serve everyone, including individuals with limited digital 
access or low digital literacy:

Capability Why This Matters

Secure delegated access (caregivers, 
parents, attorneys)

Many citizens rely on trusted representatives to manage 
services on their behalf. CIAM systems must support these 
relationships securely.

Identity recovery processes Most citizens will inevitably forget their password at some point. 
Simple and secure account recovery is essential for maintaining 
access to services while preventing unauthorized account 
takeover. 

Accessibility compliance (WCAG, 
ADA, AODA, etc.)

Governments are legally required to ensure digital services are 
accessible to individuals with disabilities.

Multilingual support Governments serve diverse populations and may have more 
than one official language. Multilingual identity interfaces 
improve accessibility and adoption.

4.5 Integration & Scalability
Government IT landscapes extend across multiple platforms, generations, 
and technologies:

Capability Why This Matters

API-first architecture Modern identity systems must integrate easily with existing 
digital services and applications.

Standards-based authentication and 
integration support

Governments operate complex IT environments. Pre-built 
integrations and support for standards accelerate service 
deployment.

Compatibility with legacy and 
modern systems

Government systems span decades of technology. CIAM 
platforms must work with both modern and legacy 
infrastructure.

Proven scalability to millions of users Government services must support large populations without 
performance degradation.

High availability and disaster 
recovery

Identity systems are mission-critical infrastructure. Downtime 
can prevent citizens from accessing essential services.

Unified citizen identity across 
services

A unified identity foundation reduces duplication, improves 
service delivery, and enables consistent privacy and consent 
management across agencies.
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6.1 Key Evaluation Questions
Use these questions to guide vendor evaluations 
and RFP criteria: 

•	 Is the solution designed specifically for 
government use cases?

•	 How does it support privacy, consent, and public 
trust?

•	 Can it integrate with existing identity and 
service systems?

•	 Does it support both self-service and assisted-
service citizen journeys?

•	 How does it scale as user populations and 
services grow?

•	 Does it include the other elements required to 
deliver on citizen demands (e.g., notifications, 
persona management)?

•	 Is the solution highly configurable to adapt to 
changing government policies and services?

•	 Can it be installed quickly and easily?
•	 How fast can new services be onboarded 

without additional cost or complexity?

6.2 Proof to Request
Ask vendors for materials that validate their claims: 

•	 Government-specific references.
•	 Architecture and integration documentation.
•	 Security and privacy design overview.

•	 Demonstrations of real citizen journeys.
•	 Examples of assisted service and identity 

recovery processes.
•	 Performance and availability metrics.

Common CIAM Pitfalls in Government
Governments frequently encounter challenges 
when implementing CIAM. Understanding these 
common pitfalls can help avoid costly mistakes:

•	 Choosing a commercial, retail or banking CIAM 
platform without public sector adaptation.

•	 Underestimating privacy and consent 
requirements.

•	 Ignoring assisted service channels and 
delegated access.

•	 Prioritizing features over long-term operational 
fit.

•	 Treating CIAM as a standalone tool rather than a 
digital foundation.

5

How to Evaluate CIAM Vendors

CIAM vendors differ in their ability to support public-sector clients. Starting with a small set of high-
level questions and an assessment of each vendor’s experience in government environments can 
help streamline the selection process.

6
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Procurement & Implementation Considerations
When planning for CIAM deployment:

•	 Define clear service and citizen outcomes before 
defining features.

•	 Plan for a phased rollout, starting with low-risk 
services. Deploy quickly and iterate.

•	 Involve privacy, security, legal and service 
teams early.

•	 Treat CIAM as long-term digital infrastructure.
•	 Do not overlook the effort required to retrofit 

a commercial CIAM platform. It is costly and 
highly risky.

Successful implementations focus on value 
delivery, not just technology deployment.
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Why Governments Choose CitizenOne
CitizenOne is a government-grade CIAM platform purpose-built to support 
public sector digital transformation.

CitizenOne Capabilities

•	 Unified citizen portal across services.
•	 Progressive onboarding and identity 

management.
•	 Privacy-first consent controls.
•	 Assisted service and call-center support.
•	 Modular, API-first architecture.

•	 Designed to scale securely and sustainably.
•	 Delivered as a service and stood up in weeks vs 

months or years, eliminating the implementation 
risk often seen with other approaches.

CitizenOne enables governments to modernize 
digital services while preserving trust, inclusion, 
and compliance.

8

Next Steps
Digital government depends on trusted identity. 

Selecting the right CIAM platform is a strategic 
decision that impacts every digital service a 
government delivers.

To move forward with confidence:

•	 Map your current and future digital service 
identity needs. 

•	 Define evaluation criteria aligned with public 
sector requirements.

•	 Conduct a market scan using the questions and 
criteria outlined in this guide.

•	 Request demonstrations focused on real citizen 
experiences, not generic product tours.

9

If your organization is actively evaluating CIAM solutions, 
explore how a purpose-built platform can support your goals. 
To learn how CitizenOne supports 
government digital transformation:

•	 Request a personalized CitizenOne demonstration
•	 Speak with a government CIAM specialist
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Evaluation Categories and Weighting
The following categories align directly with the criteria outlined in Sections 4 and 6 of this guide. Weights 
reflect their relative importance in public sector CIAM programs and may be adjusted according to 
jurisdiction-specific priorities.

Evaluation Category Description Weight (%)

Citizen Experience Registration, login, UX, progressive onboarding, cross-
service consistency, mobile support

15

Privacy, Consent & Trust Consent management, transparency, privacy by 
design, regulatory compliance

15

Security & Identity 
Assurance

MFA, identity proofing, security monitoring 20

Assisted & Inclusive 
Service Delivery

Delegated access, recovery flows, accessibility, 
multilingual support

15

Integration & Scalability API-first design, standards support, legacy 
onboarding approach, availability

15

Governance & Operational 
Sustainability

Administration, auditability, configurability, long term 
operability, low implementation risk

10

Public Sector Experience Demonstrated experience supporting public-sector 
clients

10

Total 100

1

Scoring Scale
Each vendor is scored using the same standardized scale to ensure consistency across evaluators.

Definition Score

Does not meet requirements 0

Partially meets requirements; significant gaps exist 1

Meets requirements 2

Exceeds requirements; demonstrably strong capability 3

2

Appendix:  
CIAM Vendor Evaluation Comparison Matrix 
This worksheet provides a structured, vendor neutral approach to evaluating CIAM platforms against 
government specific requirements. It supports transparent, repeatable, and defensible decision making.
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Vendor Comparison Worksheet
Evaluators assign a score (0–3) for each category and vendor.

Evaluation Category Weight (%) Vendor A Vendor B Vendor C

Citizen Experience 15

Privacy, Consent & Trust 15

Security & Identity Assurance 20

Assisted & Inclusive Service Delivery 15

Integration & Scalability 15

Governance & Operational Sustainability 10

Public Sector Experience 10

Final Weighted Score 100
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How to Calculate Final Score
1.	Weighted Score = Score × Weight
2.	Total Score = Sum of all weighted scores 

(Maximum total score = 300)
3.	Final % Score = (Total Score / Maximum Score) × 

100 

Score Interpretation
Use the final percentage score to determine overall fit for government CIAM requirements.

Score Range Interpretation

80–100% Strong fit for government CIAM 

70–79% Viable with some gaps

50–69% Significant limitations

Below 50% Not suitable for government requirements

5
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Learn more about 
Portage CyberTech’s solutions.

Or book a consultation with one of our experts 
if you’re ready to explore how our solutions can 
benefit your municipality.
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