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Introduction

The Business Case
for CIAM in the Public Seclor

How governments can leverage customer identity management
for the ultimate return on investment: a secure, accessible,
and inclusive digital future for all citizens

Rising fraud, demanding citizens, and tightening
regulations: there's a perfect storm brewing over
digital government service delivery. How can
public sector teams rise to the occasion and
meet these challenges head on?

Enter CIAM (Customer Identity & Access
Management), the unsung hero for secure,
seamless government interactions.

Execulive Summary

From the accelerated pUSh The concept of digital government is far from new.
for d|g|t0| services du ring the The earliest developments date back to the 1980s
COVID-19 pa ndemic to ongoing (quick, someone dust off their Commodore 64).

” ) But today, rising cases of identity fraud, mounting
efforts aimed at C|OSIng the regulatory pressure, and citizens' expectations for
d|g|tg| divide, e-government secure, seamless online services are making digital
transformation continues to hold adoption more complex, and more critical, than

ever before.
center stage in public mandates.

And for gOOd feason. The reality is simple — digital government is the
most effective way for public sector organizations
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to engage with their constituents. This is especially
true at the state and local level, where these
governments are often the first point of contact
between citizens and public services. By fully
embracing their digital potential, agencies of all
sizes can significantly enhance public life through
efficient, coherent, and transparent service
delivery.

But how can this be done sustainably, inclusively,
and at scale, while still prioritizing privacy and
cybersecurity?

The answer: by investing in a robust
digital identity solution that is
focused on the citizen.

In this white paper, we'll break down
how CIAM (Customer Identity and
Access Management) can help

governments achieve their digital
development goals while:

Reducing fraud and associated breach costs

Improving the citizen experience across
digital channels

Ensuring compliance with evolving
regulations

As the reader, you'll gain insights into why

a centralized customer identity and access
management system is not just the gateway to
service modernization, but also a practical path
to measurable cost savings, smarter budget
allocation, and long-term resilience.

With the right CIAM strategy in place,
governments can strengthen public trust,
build connected communities, and create a
digital ecosystem that leaves no one behind.

Why CIAM Now

Fraud Is Growing. Breach Costs Are Soaring. Governments Must Act.

a
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losses in 2024
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Average cost of a Suspected digital fraud

data breach within public services
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A $81B

Incidgnts 'I 'IM CIAM market value 2023,
submitted ¢ projected for substantial
to the FTC a Involved growth through 2030
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Why CIAM Matters for Governments

Digital transformation initiatives
have intensified across
governments worldwide. The
OECD Digital Government Index
shows that countries are investing
heavily in digital strategies to
improve responsiveness and
reliability. Nearly all participating
governments scored in the upper
half of the Index, indicating that a
human-centered digital evolution
is well underway (OECD).

The UN E-Government Survey 2024 echoes similar
progress. In just two years, the share of the global
population falling below the average benchmark
dropped from 45% to 22.4%, with infrastructure

upgrades and affordable broadband access
driving public sector digitalization (UN DESA).

Quantifying the Risk

The past is prologue, and a review
of 2024 signals real, calculable
risk for governments as they plan
the future of digital-first citizen
experiences.

Consider the numbers: in 2024, U.S. consumers
reported approximately $12.5 billion in fraud
losses. Of the 6.5 million incidents submitted to
the Federal Trade Commission, 2.6 million involved
fraud, and 1.1 million were cases of identity

theft (FTC). Globally, the average cost of a data
breach reached USD 4.88 million (IBM). Within
government services, suspected digital fraud
among constituents rose to 6.7%, a 31% year-over-
year increase (TransUnion). It's no surprise then
that the CIAM market is booming, valued at USD
8.1 billion in 2023 and projected for substantial
growth through 2030 (Grand View Research).

But it hasn't all been smooth sailing. Large-scale
digital growth never travels alone and brings with
it an equally formidable set of identity-driven risks
for public services, such as:

Account takeovers
Synthetic identities
Impersonation attacks
SIM-swap attacks
Data breaches

Just one glance at the Federal Trade
Commission’'s most recent reporting shows why
this matters. In 2024, total consumer incident
reports surged to an eye-watering 6.5 million
cases, a 20% increase over 2023 (FTC).

The message is clear — if governments don't
act swiftly to protect citizen data, their digital
transformation efforts could be thrown off
course, leaving them far from safe harbour.

Two undeniable truths emerge from these
findings:

1. The enormous lucrative opportunity
from compromised user data emboldens
cybercriminals to devise increasingly
sophisticated schemes that will overwhelm
agencies if they can't keep pace.

2. Despite the risks, constituents' preference
for interacting through convenient digital
channels will continue expanding, making
e-government a lasting expectation.

Taken together, the twin trajectories of
rising cyberthreats and increasing online
engagement highlight both the scale of the
challenge and the vital role CIAM solutions
play in supporting secure and reliable digital
government services.
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Number of Fraud, Identity Theft
and Other Reports by Year

3.08M 3.06M

0.86M 0.91M
0.7M

0.55M 0.91M

0.33M

2002 2003 2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023

Year

that
Address Public Sector Needs

full scope of CIAM beyond basic
identity management and lay
the foundation for continuous,
responsible, and user-driven
digital operations.

Governments have to come
realize that to thrive in the digital
age, they need a paradigm shift
— away from siloed, top-down
service models that leave user
data vulnerable and toward a CIAM delivers these benefits through a set of
connected, whole—of—govemment practical capabilities designed specifically for the
approach. In this model, previous public sector, including:

multichannel strategies give way Authentication and Adaptive MFA: Risk-

to a "single front door," C1||OWiﬂg based, step-up authentication ensures that

s . access is granted appropriately, balancing
citizens to access multi ple security with usability. Citizens are verified

services through one integrated using dynamic security measures that adapt

digital ecosystem. This is where to behavior, location, and device context,

govern ments can harness the reducing the likelihood of account takeovers.
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Identity Proofing and Onboarding: Secure
onboarding is essential to prevent fraud

at the first touchpoint. CIAM platforms
leverage document verification, knowledge-
based authentication (KBA), and in certain
cases, biometrics, to confirm identities while
minimizing friction for users.

Account Lifecycle, Consent, and Privacy
Management: Adhering to privacy laws

such as GDPR, PDPA, and sector-specific
regulations is non-negotiable. CIAM solutions
centralize consent, track user preferences,
and provide streamlined lifecycle
management for accounts, ensuring both
regulatory compliance and user trust.

Fraud Detection and Behavioral Analytics:
Advanced analytics detect anomalies in

real time. Session risk scoring, behavioral
monitoring, and pattern recognition allow
governments to proactively flag and block
fraudulent activity before it impacts citizens.

Federation and Interoperability: Modern
CIAM systems work with national digital IDs,
legacy systems, and partner services. This
interoperability facilitates a cohesive citizen
experience while maintaining strong security
across multiple platforms.

Developer APIs, Self-Service, and
Accessibility Features: CIAM solutions
empower both internal teams and end
users. Developer APIs facilitate integration
with existing applications, self-service
portals reduce administrative burden, and
accessibility features allow all citizens to
interact with digital services confidently and
independently.

At its core, the right CIAM platform helps
governments reduce financial exposure,
build public trust, and deliver seamless,
and inclusive digital services at scale —
advancing the transition to unified, citizen-

centric digital governance.

CIAM Operational and Financial Impact

Feature (CIAM Capability)

Authentication & Adaptive MFA

Identity Proofing & Onboarding

Account Lifecycle, Consent &
Privacy Management

Fraud Detection & Behavioral

Analytics

Federation & Interoperability

Developer APIs & Self-Service

Portals

Accessibility Features

Operational KPI (Efficiency /
Service Delivery)

Reduction in account takeover
incidents; faster login success rates

Decrease in duplicate/synthetic
applications; faster onboarding
time per user

Compliance audit exceptions
reduced; improved transparency and
timeliness in responding to citizen
data requests

Reduction in proportion of fraudulent
transactions (as % of total)

Number of services accessible via
single sign-on; user adoption rate
across services

Reduction in password-reset tickets;
help desk calls per month

Increase in citizen digital adoption
rates; service completion rates

Financial KPI (Cost / ROI)

Avoided fraud reimbursement costs;
reduced breach-related payouts

Lower fraud investigation/admin
costs; fewer erroneous benefit
disbursements

Avoided privacy fines; lower
compliance overhead

Reduced breach incident costs
($4.88M avg. per breach avoided)

Efficiency savings from system
consolidation; lower integration
costs

Lower help-desk spend (savings
from S$/ticket x tickets avoided)

Higher transaction revenue capture;
improved ROI from digital services



Business Benefits and Value Levers

If we're being honest, the phrase
"identity management” doesn't set
hearts racing in every corner of
government quite yet. For some, it
still sounds like another dull IT line
item, hardly the stuff that wins new
funding. But behind the technical
jargon lies a system with the power
to influence budgets, reputations,
and yes, even election cycles. A
well-designed CIAM solution does
far more than bolster cybersecurity;
it unlocks tangible business value
that CFOs, CIOs, and even the most
skeptical auditors can appreciate.
Here's how:

Cost Avoidance

Breaches are expensive. Very expensive. As
noted earlier, the average global cost of a
data breach now runs USD 4.88 million, the
steepest jump since the pandemic (FTC).
Every breach avoided means fewer victim
costs, fewer lawyers poring over incident
reports, and fewer uncomfortable headlines
in tomorrow's news cycle. CIAM minimizes
breach incidence and fallout, curbing
fraud-related expenses, reducing case
investigation workloads, and lowering legal
and notification costs.

Operational Efficiency

Every "forgot password" issue chips away at
budgets and morale. Multiply that by tens of
thousands and you're not only dealing with
inefficiency; you're paying for a help desk

bill that could fund a whole new community
center. CIAM lightens the load with automated
onboarding, self-service portals, and
intelligent recovery mechanisms that make

troubleshooting calls a rarity instead of a
routine. Less manual identity checking means
reduced strain on support staff and faster
service for citizens who would rather spend
five minutes online than 45 minutes on hold.

Citizen Experience & Revenue Retention
Think of digital government as a product
and citizens as its customers. Customers do
not like friction. By making online services
intuitive and user-friendly, CIAM upgrades
the experience so citizens can complete
transactions without rage-quitting halfway
through. The payoff is higher adoption rates,
more processed requests, and stronger trust.
OECD research reminds us that citizens
expect government digital services to match
the ease and reliability of banks, airlines,
and online retailers (OECD). When digital
government works, citizens notice, and they
keep coming back.

Regulatory and Political Risk Reduction
Few things sink public trust faster than a
privacy scandal. CIAM provides built-in tools
for compliance with federal and state-level
privacy legislation, lowering the risk of fines,
investigations, and worst of all, awkward
press conferences. In the political arena,
reputation is everything. Even one data
mishap can mean the difference between
forging a legacy as a digital pioneer or
becoming the next cautionary tale.

From saving millions on breach costs to
making digital services a joy instead of a
headache, CIAM punches well above its
weight. But real-world returns only matter

if you can measure them. Hard data, clear
KPIs, and actionable metrics are the keys
to proving CIAM's value and securing the
budget to sustain enduring digital progress.
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Measuring ROIL: Methodology and KPIs

No matter how compelling the
case for CIAM may be from a
citizen-first perspective, budget
decisions in government often
come down to one question:
what is the return on investment?
Demonstrating ROI with
concrete numbers is the key to
positioning CIAM as an essential
component of future-ready digital
governance.

Key Performance Indicators (KPIs)
to Track

To quantify CIAM's impact, agencies should
monitor key indicators across security, operations,
citizen experience, and compliance, including:

* Security: breach incidents per year, fraud
rate (as a percentage of transactions),
average cost per incident.

* Operational: help-desk tickets per month,
password issue volumes, onboarding times.

* Experience: digital adoption rates, citizen
satisfaction (e.g., NPS or survey feedback),
completion rates for online transactions.

° Compliance: number of exceptions or findings
in audits, time to resolve compliance requests.

Data Inputs Required

These KPIs are most meaningful when measured
against an established baseline. Agencies should
gather data on:

e Historical incident counts and associated
costs (e.g., breach costs, fraud
reimbursements).

° Current help-desk costs and staffing levels.

* User and transaction volumes across digital
services.

* Estimated CIAM implementation and ongoing
run costs.

How to Calculate ROI
(Step-by-Step Arithmetic)
Using illustrative estimates to simulate a cost-

benefit analysis of CIAM can help stakeholders
understand its value in practical terms:

Assumptions:

* Baseline average breach cost = $4,880,000
(1BM)

* Annual probability of a breach = 5% (agency
estimate)

* CIAM investment (annualized) = $500,000

* Expected reduction in breach probability or
impact due to CIAM = 30%
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Calculations:

1. Baseline Expected Annual Breach Cost
With an average breach cost of USD
4.88 million and an estimated 5% annual
probability of occurrence, an agency's
expected annual breach cost is USD 244,000.
4,880,000 x 0.05 = $244,000

2. Expected Annual Breach Cost Post-CIAM
Assuming a 30% reduction in breach
probability, the expected annual breach cost
falls to USD 170,800.

244,000 * (1-0.30) =244,000 x 0.70 =
$170,800

3. Annual Breach Cost Avoided
This translates into USD 73,200 saved
annually in breach-related costs.
244,000 - 170,800 = $73,200

4. Avoided Costs vs CIAM Spend
With an annualized CIAM investment of USD
500,000, breach avoidance alone does not
offset spend (-USD 426,800 net).
73,200-500,000 = - $426,800

5. The Full Picture

Including all other quantifiable benefits

(e.g., help-desk savings, reduced fraud
reimbursements, improved digital adoption)
changes the equation.

For example, if these benefits total a savings
of $600,000 annually, the net annual return
rises to USD 173,200, yielding an ROI of 34.6%.
73,200 + 600,000 - 500,000 = $173,200

ROI =173,200 / 500,000 = 34.6%

While breach avoidance is a persuasive
starting point, a holistic cost inventory shows
that the true ROI of CIAM is in its cumulative
effect: fewer incidents, faster service
delivery, higher citizen satisfaction, and
improved compliance. By pairing financial
metrics with qualitative outcomes like
strengthened trust, increased accessibility,
and reduced time to value for the citizen,
governments can make an irrefutable,
evidence-based case for continued CIAM
investment.

Implementation Considerations and Risks

Reaching the implementation
stage is a milestone in any digital
transformation journey. If your
team has made it this far, the
next steps are some of the most
important. You've already proven
the financial case for CIAM, but
to fully capitalize on the value

of your investment, you'll need

to navigate a set of technical,
organizational, and regulatory
considerations that will determine
the success of your deployment.
Thoughtful planning in these
areas will enable a smooth
transition from legacy systems

while minimizing disruption for
both staff and citizens.

Integration with Legacy Systems and
Identity Stores

Most governments still rely on a mismatched
patchwork of legacy systems. Leading CIAM
solutions come with APIs and connectors

for widely used government platforms and
identity stores, reducing custom development
and ensuring continuity. The right CIAM

will also have an approach for adaptable
integration with older systems that do not
rely on modern authentication standards,
ensuring no critical service is left out.

Privacy, Data Residency, and Procurement
Constraints

Public trust depends on meeting strict
regulations around data privacy, residency,
and sovereignty. A modern CIAM platform
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should support flexible options for where
data is stored and processed, including
region-specific or in-country hosting.
Procurement constraints add another
layer. Vendors may need to be on approved
supplier lists, comply with open-bidding

or RFP requirements, and meet security
standards.

Change Management: Migration and Citizen
Education

CIAM adoption is as much about people as

it is about technology. Migrating credentials
from legacy systems, educating citizens

on updated login processes, and ensuring
accessibility across all digital touchpoints are
vital. Clear communication and user-friendly
onboarding minimize friction and encourage
adoption.

Vendor Selection Criteria

Choose a partner with experience in public
sector deployments and a strategic vision
that complements your broader digital
objectives. Prioritize solutions that are
interoperable, scalable, privacy-focused,
secure, and inclusive, with intuitive self-
service tools for users and administrators.
Working with a vendor who deeply
understands the public sector's unique needs
will be your greatest asset.

Ultimately, CIAM implementation is not a
plug-and-play exercise. When governments
intentionally coordinate people, processes,
platforms, and user experience, they pave
the way for a digital identity strategy that will
stand the test of time.

Procurement and Total Cost of Ownership (TCOJ

Understanding the total cost of
a CIAM ownership is essential for
making informed procurement
decisions and ensuring long-term

Key Cost Categories

Agencies should consider the full range of costs
throughout the CIAM lifecycle:

Licenses: Software subscriptions or
perpetual licenses required for the platform.

Onboarding and Integration: Implementation
services, API configuration, and connecting
legacy systems or existing directories.

Identity Proofing and Verification Services:

Implementation Models

The choice of implementation model affects both
cost and implementation complexity. Each comes
with its own benefits and trade-offs:

sustainability. TCO is determined
by both the direct and ongoing
costs of the solution as well as the
procurement model you choose.

Costs associated with document validation,
knowledge-based authentication, or
biometrics.

Ongoing Operations and Support:
Maintenance, monitoring, and help-desk
resources.

Fraud Monitoring Subscriptions: Advanced
analytics, behavioral monitoring, and
anomaly detection tools.

Subscription Saas: Provides faster time to
value, predictable costs, and automatic
updates. Ideal for agencies seeking rapid
deployment with minimal upfront investment.
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Managed or Hosted Solutions: Balances
control and vendor support. Useful for
jurisdictions that need some customization
while offloading operational overhead.

On-Premises Deployments: Offers maximum
control over sensitive data but carries
greater risk of project complexity, longer
implementation timelines, and higher
maintenance overhead.

By weighing cost categories against
implementation models, agencies can avoid hidden
pitfalls and select a CIAM approach that balances
organizational needs with those of the people they
serve. The most economical option is not always
the smartest one. CIAM is more than software. It is
a catalyst for progress, engaged communities, and
happier citizens. And that is an investment that will
pay dividends for years to come.

Case Studies and Use Cases

Applying CIAM in real-

world scenarios brings its
transformative power to life.
The following vignettes show
the before-and-after results
of implementation. From

Cilizen Tax Portal

revenue agencies to social
services and healthcare, CIAM
strengthens security, enhances
citizen experiences, and boosts
operational efficiency throughout
the public sector.

Before CIAM: Fraudulent After CIAM: Advanced identity verification and
claims and identity theft behavioral analytics reduced fraudulent claims by

led to delayed benefit
payments and increased
investigation costs.

Social Services Benefils

35%, speeding legitimate benefit distribution and
decreasing operational expenditure.

Before CIAM: Duplicate After CIAM: Identity proofing at onboarding
or synthetic applications prevented 90% of duplicate claims, improving

caused errors in benefits
allocation and additional
administrative burden.

accuracy, compliance, and citizen trust.
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Healthcare/Palienl Portals

Before CIAM: Patients
experienced login issues,
consent management was
inconsistent, and sensitive
data was at risk.

After CIAM: Secure authentication and centralized
consent management increased portal adoption

by 40%, reduced password-reset calls by 25%, and
strengthened compliance with privacy regulations.

If anything can be gained from the research and statistics we've shared, is that numbers
don't lie. These examples demonstrate that with the right CIAM tools in place, government

organizations can move beyond managing risk to actively improving services, protecting
citizens, and driving outcomes that truly make a difference in people's lives.

Framework for Decision Makers

Implementing CIAM successfully
requires a structured approach.
Governments can follow a clear
framework to guide decisions,
measure results, and scale
confidently:

Step 1: Inventory identity-related services
and pain points

Start by cataloguing all digital services that
rely on identity verification, authentication,
or access management. Identify where
current processes create roadblocks, risk,
or inefficiency for both staff and citizens.
Don't underestimate how these barriers can
impact adoption.

Step 2: Measure current incident costs and
friction metrics

Quantify the impact of legacy systems. Track
metrics such as breach incidents, fraud
losses, help-desk volume, and transaction
completion rates. This baseline will provide

a solid point of comparison to demonstrate
CIAM's value.

Step 3: Run a pilot

Select one high-impact service and run a
CIAM pilot for 3—-6 months. Define clear KPIs
before launch, including security, operational,
and user experience metrics. Use the pilot

to validate integration approaches, test
change management strategies, and refine
workflows.

Step 4: Expand, measure, and share results
Scale the solution across additional services,
continuously monitoring KPIs and adjusting
as needed. Share outcomes internally to
build confidence, reinforce the financial and
operational case, and establish CIAM as a
cornerstone of digital government.

Start small, measure everything, and stick
to the process. With data on their side,
governments can turn CIAM from concept
into action, embedding secure, citizen-
centric identity management across their
digital network.
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Conclusion:

Like every hero's journey, the path to The question is, will your agency
modern public services comes with take the leap?

obstacles, lessons learned, and skeptics

to win over. Yet perseverance for the Contact us to learn more about

greater good is what keeps the story

moving forward. By believing in a safe Portage CyberTechss solutions and

and equitable future for all citizens discover how a strategic CIAM
and budgeting for progress, agencies implementation can be the start
can elevate CIAM from unsung hero of your own digital transformation

to champion of digital government

X journey.
transformation. J y

Appendix:

Data Sources and
Recommended
Further Reading

* IBM Cost of a Data Breach Report 2024
(1IBM)

* Consumer Sentinel Network Data Book
2024. (Federal Trade Commission)

° Grand View Research - Customer Identity
And Access Management Market (2024 -
2030). (Grand View Research)

* TransUnion - Identity Fraud Trends
Impacting Government Agengies.
(TransUnion)

Ready o get started?

* United Nations - E-Government Survey
2024. (UN DESA)

° OECD Digital Government Index 2023.

(OECD)
Learn more about Portage CyberTech's solutions
or book a consultation to discuss how a
strategic CIAM implementation can benefit your
organization.
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Next Steps?

Learn more about

Or with one
of our experts if you're ready to
explore how our solutions can
benefit your municipality.
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