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Introduction

Planning CIAM the Right Way
A Practical Guide for State, Provincial & Local Governments 
Considering Citizen Identity

Executive Summary
Many state, provincial, and local governments 
recognize the urgent need to modernize citizen 
identity and access. As digital transformation 
becomes the standard for service delivery, the 
bridge between residents and government 
services is almost always a digital portal.

Yet, when agencies consider Customer Identity 
& Access Management (CIAM), they are still 
haunted by the spectre of early-2000s IAM 
initiatives. These legacy projects, characterized 
by massive multi-year timelines, armies of 
consultants, and big bang budgets, often led to 
“paralysis by analysis”, stalling progress before 
any benefits could be realized.

This guide challenges those 
outdated assumptions.  
It outlines what a move to modern CIAM looks 
like today in terms of cost, effort, staffing and 
risk. More importantly, it shows how a phased, 
wrap-around approach differs fundamentally 
from traditional “rip-and-replace” deployments. 
Instead of a single high-risk transformation, 
CIAM becomes a series of manageable, 
outcome-driven improvements.

The result, when taking a platform-based 
approach, is visible value in weeks rather than 
years, reduced operational strain, and a durable 
identity layer built to support long-term growth 
and sustainable digital service delivery. 
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1# The Common Misconception:  
The Legacy “IAM” Ghost 
When agencies hear “CIAM,” they tend to brace for the worst. Big, brittle, slow 
enterprise IAM programs that devour resources, demand endless coordination, 
and leave a long trail of spend, risk and dissatisfaction in their wake. 

Common misconceptions include: 
•	 Multi year, all or nothing rollouts:  

A project that will outlast the current budget 
cycle before a single resident can log in.

•	 Large consulting teams:  
Armies of external contractors billing huge 
hourly sums for complex customizations.

•	 Heavy internal staffing:  
Diverting scarce IT talent away from 
mission-critical operations to manage a 
new identity stack.

•	 "Rip and replace" of existing systems:  
The daunting task of dismantling existing 
portals and databases.

•	 High upfront cost and risk:  
Massive capital expenditures before any 
visible benefit reaches residents, combined 
with ginormous implementation risk.

Such concerns are understandable. They reflect decades of retrofitting legacy IAM models 
built for internal workforces, not for citizens, businesses, and partners accessing services 
across channels. Modern, public-sector-focused CIAM platforms are designed to tackle these 
frustrations head-on.
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The CIAM Alignment 
Model
Digital transformation succeeds 
when citizen needs, technical viability 
and operational capacity align.

Citizen
Needs

Low friction login 
mobile access   clear 

consent   single sign-on

Technical
Viability

Open standards
API-ready   MFA & proofi ng

legacy support

Operational
Capacity

Limited staff    budget
constraints   built-in

governance   clear outcomes

MODERN
CIAM

Secure   Phased
Citizen-fi rst

2# A Different CIAM Model:  
What’s Changed?  
Modern CIAM for the public sector has evolved to meet the tight budgets, 
siloed departments, and high security requirements that governments 
face every day. Its primary goal is to help residents sign in, authenticate, 
and complete tasks securely and consistently, while minimizing friction, 
enhancing privacy and reducing administrative overhead. 

To achieve this, the paradigm 
has shifted in five key ways:  

•	 Wrap, don’t replace: Modern CIAM acts 
as a “connective tissue” layer. Existing 
applications, legacy portals, and third-party 
vendor platforms stay in place. CIAM sits on 
top of or beside these systems, providing a 
unified login experience without requiring a 
backend overhaul.

•	 Phased adoption: Instead of enterprise-
wide rollouts, agencies start with two to 
three high-impact services (e.g., professional 
licensing or park permits etc.). Small, iterative 
pilots validate assumptions, reduce risk, and 
create early wins that justify expansion.

•	 Standards-based integration: Proprietary 
lock-in is a relic of the past. CIAM utilizes 
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3#

open standards like OIDC (OpenID Connect), 
SAML, and RESTful APIs. This ensures that 
the identity layer can talk to any application, 
regardless of the vendor.

•	 Citizen experience (CX) first: Legacy 
IAM focused on "keeping people out" or 
"managing employees". Modern CIAM focuses 
on "letting residents in" with minimal hurdles. 

Eliminating confusing logins and redundant 
data entry accelerates adoption, reduces 
support costs, and builds citizen trust.

•	 Governance by design: Consent 
management, data residency, and security 
guardrails are built into service definitions 
from the start, ensuring compliance without 
manual oversight. 

Digital transformation works best when resident needs, technical demands, and operational 
capacity are aligned to the realities of government. When these forces drift apart, momentum 
slows and adoption falters. By phasing rollout, relying on open standards, prioritizing usability, 
and embedding governance from the outset, CIAM enables agencies to leverage current 
systems, strengthen security and expand service capabilities steadily over time. 

What a Typical CIAM Effort Actually 
Involves 
When we strip away the “Big IT” myths, a modern CIAM initiative 
is surprisingly lean for the level of impact it delivers.  

A typical engagement with the right 
technology breaks down across four areas:

Scope (Initial Phase): 

•	 Focus on 2-3 citizen-facing services that 
already experience heavy usage. 

•	 No website redesign is required. CIAM sits 
at the identity layer, covering registration, 

sign in, MFA, and identity proofing across 
services, and does not affect how services 
function internally. 

•	 Core transaction systems remain intact 
(e.g., DMV records, tax databases) and are 
connected using standards-based federation 
rather than custom integrations. 



CIAM 90-Day Quick 
Start
How to introduce modern 
citizen identity with minimal 
drama and maximum proof.

LAND  PROVE  EXPAND

WEEKS 0-2:  
Select the Right Beachhead 

•	 Identify 2–3 high-impact services (traffic, 
call volume, leadership priority).

•	 Define success metrics: login success, 
MFA enrollment, reset deflection, digital 
completion.

•	 Establish authenticator policy: prefer 
phishing-resistant MFA; allow equitable 
alternatives.

WEEKS 3-6:  
Stand Up the Identity Layer

•	 Deploy CIAM tenant; Configure OIDC/
SAML federation.

•	 Integrate one service end-to-end 
(registration → sign-in → MFA profile).

•	 Pilot with staff + limited resident cohort; 
Instrument analytics and error tracing.

WEEKS 11-12:  
Prove Value & Brief Leadership

•	 Publish before/after results: resets 
reduced, completion increased, calls 
deflected.

•	 Present roadmap for next three services 
with projected impact.

•	 Tie adoption gains to UX clarity and 
proactive communication.

Internal Staffing:

•	 Light IT involvement limited to integration 
validation and security review. CIAM vendors 
or partners provide accelerators and pre-built 
connectors to reduce lift.

•	 No large internal IAM team required. Unlike 
workforce IAM, citizen identity does not require 
centralized directory administration or bespoke 
policy engineering for every system. Most 
complexity is handled within the CIAM platform 
itself.

•	 Executive input is focused on outcomes, such 
as reduced call volume, fewer resets, greater 
user satisfaction, and faster service completion 
(e.g., "How do we make it easier for a small 
business owner to renew their license?").

Timeline:

•	 Pilots can be operational in weeks, not months 
or years.

•	 Scaling follows proof. Expansion occurs only 
after success is proven and resident feedback 
is incorporated. This "land and expand" strategy 
mitigates political and financial risk.

•	 Aligns with Zero Trust maturity models that 
emphasize continuous improvement rather 
than one-time transformation.

Cost Profile:

•	 Lower upfront investment by scoping narrowly 
and reusing existing platforms. 

•	 Costs scale with adoption and growth, 
avoiding “big-bang” IAM program spend and 
massive, one-time budget requests.

•	 Value is visible and defensible when tied to 
metrics such as call center deflection and 
higher digital completion rates.

CIAM is no longer the monolithic effort of 
days gone by. Agencies that stay focused, 
learn from real-world use, and distribute 
resources strategically can scale CIAM in a 
way that fosters trust and drives meaningful 
results for both residents and leadership.
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4# Comparing the Old vs. the New   
The most important distinction between traditional IAM and modern 
CIAM is where each approach begins and how success is defined. 

Traditional IAM programs start with identity 
as a technical construct, the “who.” Success is 
measured by directory consolidation, policy 
enforcement, and architectural completeness. 
In contrast, CIAM for government starts with 
services, the “what.” Success is measured by 
whether residents and businesses can easily log 
in, access and move between services. 

Traditional IAM was built to serve internal 
workforces. Modern CIAM is designed for the 
public. Where traditional IAM emphasizes 
centralized control, CIAM prioritizes consent, 
purpose limitation, and transparency. Where IAM 
is typically IT-led, CIAM requires alignment across 
technology, privacy, legal, security, and service 
delivery teams.

Feature Traditional IAM Modern CIAM

Primary User Internal Employees Citizens & Businesses

Foundation Central Directory Consent & Purpose

Metric of Success Technical Uptime Citizen Experience (CX)

Rollout Style “Big Bang” Incremental Wins

Leadership IT-Led Executive & Resident-Led

This repositioning moves identity out of the back office and into the foreground. Identity 
becomes a service enabler and a visible, measurable part of the citizen experience.
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5# When Agencies See the Most Value  
How do you know if your agency is ready for CIAM? The largest 
and fastest returns are typically seen in organizations that:  

1.	 Manage Multiple Silos: Residents must 
remember different passwords for different 
departments and would greatly gain from 
single sign-on.

2.	Suffer High Call Volumes: Help desks spend 
a disproportionate amount of time handling 
account lockouts, password resets, or login 
confusion.

3.	Are Launching New Apps: A new digital 
service provides the perfect "anchor" for 
introducing a modern identity experience.

4.	Prioritize Privacy: There is a mandate to 
strengthen data protection and resident 
privacy without making services harder to 
use, highlighting the value of centralized 
consent and data minimization.

5.	 Want Visible Wins: High-traffic services 
with clear metrics such as completion rates 
and support tickets provide defensible proof 
points for leadership.

Agencies do not need to meet all of these conditions to benefit from CIAM. Even just one 
or two of these signals indicates an opportunity to streamline access, improve operational 
efficiency, and set a stronger foundation for future digital services.

CIAM Impact Scorecard
Key metrics to measure so you can defend budget.

Performance Gains Operational Reduction

Digital Completion Rate Password Reset Volume

MFA Adoption Average Login Time

Login Success Rate Account Lockouts

Mobile Completion Rate Access-Related Support Calls

Call Center Defl ection Manual Identity Verifi cation
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6# A Better Planning Question  
Agencies waiting for the "perfect time" to launch a massive 
identity project will likely never start. Instead of asking:

"Are we ready for a massive CIAM project?"

Consider asking:  

"Which 1–2 citizen experiences would benefit the 
most from less friction and what would it take to 
improve them safely?"

Shifting the mindset turns CIAM from a risky, multi-year IT program into a manageable and 
outcome-driven initiative that delivers value to the taxpayer immediately. 

Final Thought: 
Modern CIAM does not require “betting the farm,” rebuilding your 
entire technical stack, or hiring teams of consultants. When approached 
thoughtfully, CIAM becomes a measured, low-risk way to improve how 
residents experience their government.

By starting small, integrating with existing systems, and prioritizing 
the citizen journey, agencies can modernize identity and forge a path 
toward resilience and enduring digital trust, one service at a time.
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Phase 1:  
Resident Experience  
(The "Friction" Audit)  

CIAM Readiness  
Self-Assessment
A Tool for State, Provincial & Local Government Leaders

Before launching a CIAM initiative, use the checklist below to move from "planning an IT project" to 
"designing a resident service." This assessment helps identify where your agency stands and where the most 
immediate value can be unlocked.

Multiple Logins:  
Does a resident need more than one 
username/password to interact with different 
departments in your agency?

Help Desk Volume:  
Are "password reset" or "account lockout" 
requests in your top 5 call center/support 
ticket categories?  Or do your agents spend a 
lot of time pointing people in the direction of 
the service they need?

Manual Verification:  
Do residents still have to present physical ID 
or mail paper documents to "prove" who they 
are for digital services?

Mobile Accessibility:  
Can a resident easily log in and complete a 
transaction entirely from a smartphone?

Goal: Identify the pain points your 
residents actually face today.  

 Yes  No  Not Sure

 Yes  No  Not Sure

 Yes  No  Not Sure

 Yes  No  Not Sure
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Phase 2:  
Technical Environment  
(The "Silo" Audit)  

Fragmented Data:  
Is resident data (names, addresses, emails) 
stored in multiple unconnected databases?

Legacy Compatibility:  
Do you have "anchor" applications that use 
older protocols (like LDAP or header-based 
auth) that struggle to talk to modern cloud 
apps?

Security Gaps:  
Are you currently able to enforce Multi-Factor 
Authentication (MFA) across all citizen-facing 
applications, or only some?  Is it easy for the 
user?

Integration Speed:  
Does it take longer than 4 weeks to integrate 
identity into a new digital service or 
application?

Goal: Understand the complexity 
of your current identity 
landscape.

 Yes  No  Not Sure

 Yes  No  Not Sure

 Yes  No  Not Sure
 Yes  No  Not Sure
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Phase 3:  
Governance & Privacy  
(The "Risk" Audit) 

Interpreting Your Results

Consent Management:  
Do you have a centralized way for residents 
to manage their privacy and consent 
preferences and see what data is being 
shared?

Data Residency:  
Do you know exactly where your resident 
identity data is stored (e.g., in-state, in-
country, or offshore)?

Audit Readiness:  
Can you produce a single report showing 
all login activity for a specific resident 
across multiple services if requested for an 
investigation?

Fraud Detection:  
Does your current system automatically flag 
suspicious login patterns (e.g., "impossible 
travel" or brute-force attempts)?

Goal: Ensure compliance and 
resident trust are built-in, not 
bolted on.

Mostly "No" or "Not Sure":  
You are in the "Legacy Stage." 

Your primary risk is resident frustration and high 
operational costs. A "Wrap-Around" pilot on a 
single high-traffic service is your best first step.

A Mix of "Yes" and "No":  
You are in the "Transition Stage."  

You likely have some modern tools but lack 
a unified strategy. Focus on "Service-First" 
integration to bridge your silos.

Mostly "Yes":    
You are in the "Optimization Stage." 

Your goal should be "tell us once" functionality, 
exploring emerging technologies such as 
digital wallets and decentralized identity, and 
maximizing the value of existing investments.

 Yes  No  Not Sure

 Yes  No  Not Sure

 Yes  No  Not Sure

 Yes  No  Not Sure
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Ready to 
take the 
next step?
Contact us to explore how a phased, 
public-sector-focused, strategic 
CIAM implementation can benefit 
your organization.

Portage CyberTech’s solutions 
https://www.portagecybertech.com/en/
solutions/government-ciam

Book a consultation 
https://www.portagecybertech.com/en/
contact

https://www.portagecybertech.com/en
https://www.portagecybertech.com/en
https://www.portagecybertech.com/en/solutions/government-ciam
https://www.portagecybertech.com/en/solutions/government-ciam
https://www.portagecybertech.com/en/contact
https://www.portagecybertech.com/en/contact


Next Steps? 
Questions?

© Copyright Portage CyberTech 2026

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.

https://www.portagecybertech.com/en/#solutions
https://www.portagecybertech.com/en/contact
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