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A few months ago, I was traveling cross-coun-
try to visit family. After a delayed and then long 
flight, I had to trudge through Denver Interna-
tional Airport, running late to my destination 
with a suitcase that was, if I’m being honest, 
pretty over-packed. As I went, I dreaded the 
next experience I was about to have: renting 
a car. I anticipated long lines, surly desk agents 
and the possibility of my reservation not even 
showing up in the system. 

Instead, from the moment the shuttle 
dropped me off at the car rental agency, the 
opposite happened. A smiling greeter shook 
my hand at the door and boomed, “Welcome 
to Denver. We’re happy to see you here!” An-
other employee guided me to an easy-to-use 
kiosk, where I simply swiped my credit card, 
confirmed my reservation and made sure de-
tails were correct. After I was pointed toward 
hot coffee and a comfortable couch, I waited 
about 10 minutes before a young man in a suit 
called my name, took me to the lot, made de-
lightful small talk about my upcoming trip and 
even upgraded my car to a better style. 

I drove out of the airport with the memory 
of my delayed flight and long journey behind 
me, feeling uplifted, excited and thrilled with 
my experience. 

We’ve all had customer service “wow” mo-
ments like that —times when you’re delighted, 
satisfied and left raving about an organization 
that made you feel special and paid attention 
to, even if just for a moment.

But when was the last time you had my car 
rental experience with a government agency? 
Here’s a sobering reality: Public expectations 
of government today are at an all-time high, 
while public perception of the government is 
near one of its lowest points ever. 

The crux of the issue? Citizens often find their 
interactions with government slow, muddied 
and unintuitive. This is made worse by the fact 
that constituents have gotten used to an age 
of on-demand services from the private sec-
tor. With the click of a mouse or a well-directed 

Introduction
tweet, they can receive excellent customer ser-
vice, engage in seamless online exchanges, and, 
above all, get what they want, when they want it.

It’s the new age of customer service. But govern-
ment is no Uber, Amazon or any other well-fund-
ed private-sector tech startup — companies that 
understand the best ways to serve and interact 
with people online. So how is the public sector 
supposed to keep up? How can it redefine cus-
tomer service in the 21st century when the bud-
gets and skills may not be there? What exactly 
does good customer service even mean when it 
comes to government? And why does this need 
to happen now? 

“About a decade ago, private companies start-
ed really listening to their customer, because 
they realized that the customer needs and 
desires were changing quickly and that was 
affecting their market share,” said Phaedra 
Chrousos, the General Services Administra-
tion’s Chief Customer Officer (CCO), in an in-
terview with GovLoop. “But in the government, 
the customer’s previously been really captive, 
because where else can you go to get your 
passport or where else can you go to get cer-
tain services? There are no competitors. And 
because it’s a captive audience, there is no 
market share indication to inspire you to look 
at the customer sentiment. So it’s only in to-
day’s day and age that customers have a voice 
over social media. So now the sentiment is ap-
pearing and agencies are able to react to it.”

Additionally, the government is finally making 
inroads into understanding and providing 
better customer service. But it faces sig-
nificant challenges. Government agencies 
must operate on tighter budgets and with 
smaller staffs. Many knowledgeable and ex-
perienced employees are retiring, further 
undermining agencies’ ability to effectively 
serve customers. Today’s citizens and stake-
holders demand fast, accurate answers from 
government agencies, and they will clearly 
express their dissatisfaction if those expec-
tations are not met. And on top of all of that, 
citizens now expect to be able to deal with 
agencies through myriad communications 

channels, including phone, e-mail, the web, 
mobile devices, social media and more.

But even despite these significant obstacles, 
we at GovLoop firmly believe that the govern-
ment is starting to rise to the customer service 
challenge. Changes are happening everywhere 
you look. For one, the federal government has 
implemented digital-oriented organizations 
such as 18F and U.S. Digital Services to help 
agencies build better and more intuitive web-
sites for citizens. Agencies are hiring more 
CCOs, whose main role is to serve as the voice 
of the customer and help government make 
changes. Human-centered designed efforts, in 
which sites and products are designed based 
on users’ core needs, are driving government 
website redesigns across the nation. 

With both the challenges and the opportu-
nities in mind, we’ve put together our latest 
product to help you achieve excellent custom-
er service: GovLoop’s Customer Service Play-
book for Government.

The Customer Service Playbook for Govern-
ment is a practical guide that reveals tools, 
practices, innovative solutions and method-
ologies that were captured from government 
agencies that are embracing technological ad-
vancements and automation to provide supe-
rior customer service. 

In it, you’ll hear from customer service experts 
across all levels of government, learn how to 
better understand your customers and what 
they want, optimize customer service engage-
ment channels, and get buy-in from leaders 
and your employees about why you can no 
longer wait to tackle this pressing issue.

Consider this playbook your “how-to” resource 
for starting and paving the way to a success-
ful customer service initiative or to enforce a 
broader customer service culture across your 
program, department or agency. If you are 
ready to take your customer service initiatives 
to the next level of excellence, you’ve got a 
game plan in hand — and we’re cheering for 
your victories, big and small.



Our Public Sector Experts

JANICE QUINTANA
Janice Quintana is Director of CharMeck 311 
in Charlotte, N.C. CharMeck 311 serves as 
the “front door” to the city and to Mecklen-
burg County, annually receiving 1.7 million 
calls for service. Since joining the city, Quin-
tana has improved performance, community 
engagement and customer satisfaction while 

reducing costs by $5.4 million.

RICK PARRISH
Rick Parrish is a Senior Analyst at Forrester 
Research, serving government customer ex-
perience professionals. Parrish’s research 
helps governments overcome the unique 
challenges they face in developing success-
ful and innovative customer experiences for 

the people they serve.

WILLIAM CHUMLEY
William Chumley is the Chief Customer Offi-
cer at the Colorado Governor’s Office of In-
formation Technology (OIT). As CCO, Chumley 
supports agency programs and their delivery 
while meeting the needs of Colorado citizens. 
Under his leadership, OIT increased its cus-
tomer surveys by 30 percent in the past year.

STEPHANIE WADE
Stephanie Wade is the Director of the Innovation 
Lab at the Office of Personnel Management. She 
leads a team dedicated to fostering and imple-
menting human-centered design in order to 
create innovative strategies, services, products, 
processes and business management best prac-

tices across the federal government.

PHAEDRA CHROUSOS
Phaedra Chrousos is the Chief Customer Officer 
at the General Services Administration. As the 
first CCO in the federal government, Chrousos 
leads a pilot customer experience team with a 
goal of scaling customer experience services 
governmentwide via the Office of Citizen Ser-

vices and Innovative Technologies/18F.
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   play #1 
 CREATE THE 
ENVIRONMENT 
    for good 
 customer service

The reason an organization gives good or bad customer 

service comes down to one thing: what’s happening inside. It’s 

more than just hiring the right people. It’s more than customer 

service training. But at the same time, it’s simple: It’s setting 

an example of customer service behavior at the top.

This section will help you learn and understand the culture 

of customer service, the resources you may need for effective 

customer service and how you can get buy-in from leaders 

to set the right workplace culture. It will also give you 

instructions on creating a team.
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What is Good 
Customer Service?
Before you can work to improve customer ser-
vice, it’s important to have a handle on what 
the term actually means, why it’s important 
and what it looks like in reality. 

“Improving the experience that federal cus-
tomers have is not an end in itself. It is a means 
to a greater end,” said Rick Parrish, a Senior 
Analyst at Forrester Research who specializ-
es in government customer service. “And that 
greater end is primarily mission success. Just 
as companies in the private sector improved 
their customer experiences so that they can 
have more loyal customers, federal agencies 
all have missions that they have to accomplish, 
and improving the experience that their cus-
tomers have with them, helps them accom-
plish those missions.”

So what does customer service in the public 
sector mean? In short, it’s all about knowledge 
and having the answers citizens need. Agen-
cies that can deliver the right knowledge to the 
right customer at the right time via the right 
channel will achieve consistent customer satis-
faction. This means that any effective custom-
er experience strategy must focus on enabling 
the fast and accurate delivery of knowledge 
where and when it is needed.

GET SUPPORT FROM LEADERS
Again and again the experts we spoke with 
said great customer service cannot happen 
unless employees at all levels of the organiza-
tion support it, especially executive leaders.

“No real customer-centered transformation 
can succeed without active sponsorship from 
the senior level,” Parrish said. “You know, in a 
hierarchical organization, you can get some 
stuff done, but without leadership, it’s just go-
ing be bits and pieces. It’s not going be any-
thing really sort of enterprise-level.” 

To provide an optimal customer experience, 
employees organization-wide must under-
stand the motivation and the strategy of good 
government customer service. Working to gain 
support from relevant leaders early in the cus-
tomer service strategy process will help spread 
the knowledge of the company’s customers 
and target your customers more effectively.

But it’s one thing to say you’ll have leaders’ sup-
port on customer service efforts — it’s another 
to actually get it. To that end, try these strategies:

USE DATA. “If you have access to any kind of 
data, that’s always great,” said Janice Quintana, 
Director of CharMeck 311 in Charlotte, N.C. 
“Even when you’re out in the community and 
you’re hearing data or you have a small call 
center and there’s data, that’s always a great 
way to show leaders something empirical that 
they can see, other than just a feeling.” 

Look for data that proves customer service 
has helped other agencies or that it will run 
things more efficiently in your organization 
and present that to officials.

Additionally, most agencies have way more 
customer data than they realize, Parrish ad-
vised. “Even a motley collection of one-off 
surveys, website and social media analytics, 
call center logs, and customer e-mails can be 
mined to uncover pain points. Don’t worry 
about painting a photo-realistic picture of your 
customers. Just aim for a few broad brush 
strokes that can guide basic customer experi-
ence improvement.”

REVEAL CUSTOMERS’ UNFILTERED VOICE. 
If you don’t have the data to impress deci-
sion-makers’ left brains with intricate multivari-
ate regression analyses, wow their right brains 
with dramatic quotes and resolutions of major 

customer problems. All the numbers in the 
world aren’t as powerful as listening to a call 
center recording of a crying mother or reading 
an e-mail from an irate retiree.

MAKE THE BUSINESS CASE. Eighty-six per-
cent of consumers have quit doing business 
with a company because of bad customer ex-
perience. If that doesn’t change leaders’ minds, 
we’re not sure what will. 

HIRE THE RIGHT PEOPLE
Although it may not be in every job description, 
customer service is, at some level, everybody’s 
job. To that end, the folks you hire or work with 
will affect your agency’s overall customer ser-
vice experience.

So how can you make sure you hire the right 
people? Attitude, empathy, a proactive nature 
and good communication skills are all quite 
important qualities, but how can you screen 
for those?

As Desk.com notes, “In the end, you’re looking 
for a good blend of operational and personal 
skills.” Below is a simple checklist the compa-
ny, part of Salesforce, recommends having on 
hand for interviews that will help ensure you 
work with the right people to support your 
customer service initiatives. Bonus: Anybody 
who has most of the qualities in this chart is 
likely to be an excellent, hardworking employ-
ee overall, not just in customer service terms. 

EMPATHY THE ‘WOW’ FACTORFUNCTIONAL 
EXCELLENCE

picks up emotional
distress signals

puts him/herself in 
the customer’s shoes

able to quantify
the pain the 
customer feels

always treats the
customer with respect

able to escalate the
issue with style
and diplomacy

collaborates with team
members when 
challenges arise

known issue: can 
identify what’s wrong
and fix it

unknown issue: has 
an inquisitive approach
to researching unknown
issues to resolution

enthusiastic about
a customer-facing role

good team fit

exhibits qualities that
align with core values

that extra something
(what makes this
candidate stand out
in the crowd)
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Coach Your Team to Customer Service Greatness

CAST A VISION  
(AND MAKE IT VISUAL). 
How concretely can you portray the perfect 
customer experience? Can you paint a viv-
id portrait of the ideal outcomes you’d like 
to consistently achieve? Perhaps you can 
graphically illustrate target customers. Post 
a graphical representation of them in loca-
tions where relevant customer-facing em-
ployees will see them regularly. Encourage 
supervisors and frontline staff to discuss 
them in weekly meetings. 

OFFER REAL-TIME FEEDBACK. 
Whether it’s a communications team member 
interacting with a citizen on Facebook or a front-
line security agent diffusing a tense situation, 
personnel benefit most when you provide input 
on their performance in close proximity to the 
service event. Sit with contact center personnel 
to hear their phone call exchanges or monitor 
their web-based chats. Remark on what went 
well and offer constructive, specific feedback 
on aspects that have an opportunity for growth. 
Moreover, give employees the chance to critique 
themselves. Ask what they think went well, where 
they could improve and what a realistic timetable 
for making adjustments is. Don’t wait for monthly 
or annual performance reviews. When you see 
something, say something. 

ACT MORE LIKE A COACH  
THAN A MANAGER. 
Most members of a customer service team 
want to perform well. They want to “win” for 
the organization. Managers tend to watch 
from afar as the players execute on the field or 
court. Coaches are right there on the sidelines, 
standing with their teams and making deci-
sions in the moment. Coaches might even run 
the drills with the team. Are you willing to pick 
up the phone or step to the desk to handle a 
customer concern? The people on your team 
will be watching, giving you an opportunity to 
practice what you preach, test assumptions 
and model behavior. A particularly courageous 
coach will even ask for feedback in those mo-
ments, demonstrating that everyone has areas 
for improvement. 

1 2 3

It’s one thing to understand your customer. It’s another to shift customer-facing employees’ atti-
tudes and actions to create an organizational culture in which excellence is the norm. That’s why 
the next step is getting your team members in shape. They will require coaching and consistent, 
real-time feedback to learn and sustain customer service greatness. Different people will require 
different approaches to ongoing improvement. Here are several steps you can take to achieve a 
sustainable change in customer service orientation:
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Resources
 
GOVLOOP ACADEMY COURSE: THE CUSTOMER SERVICE PLAYBOOK FOR GOVERNMENT 
After viewing these 11 online lessons, you will better understand your customer experience and adapt your approach to meet their needs 
more effectively. 

A NEW WAVE OF FEDERAL CUSTOMER SERVICE
Greg Pellegrino, Customer Strategy Expert at Deloitte Consulting, gives concrete tips and advice for agencies looking to improve their 
customer experience. 

BUILDING A CUSTOMER SERVICE DREAM TEAM
To addresses the challenges of a disengaged workforce, bake a long-term, customer-centric company culture into everything you do, this 
blog post states.
 
DIGITAL SERVICES: CHANGE CULTURE, NOT JUST TECHNOLOGY 
You might assume the biggest barrier to effective government digital services is the acquisition and deployment of complex technology. 
In reality, technology is the easy part. The true barrier to digital innovation is culture. Explore this infographic to learn how to move past 
these challenges.

MAKE TRAINING PRACTICAL. 
Activities ought to tie directly back to the or-
ganization’s mission and activities. Set up 
role-playing around real scenarios and trouble 
spots. For instance, analyze an actual interac-
tion between an agent and a customer. Review 
the conversation once and then repeat the ex-
ercise with a specific persona in mind. 

ENSURE THAT TEAM MEMBERS 
ARE FULLY EQUIPPED. 
Anyone who is in touch with a customer 
should have quick access to answers. Although 
it’s preferable and builds trust when agents 
respond right away, it’s also OK for them to 
say, “Give me one minute and I’ll find out for 
you.” Customers will be more patient if agents 
if agents keep asking clarifying questions or 
providing commentary on what they’re doing 
rather than allowing silence to dominate the 
wait. The could say things such as,  “I’m look-
ing up your account information. I see that you 
had a transaction on July 15. Is that the date in 
question?”. That means agents must be able 
to access an easily searchable Customer Re-
lationship Management system with client ac-
count data or a content repository with accu-
rate, up-to-date information. Some literature 
has used the term Contextual Workspace, or 
a “Content Cockpit,” to describe this kind of in-
formation-at-your-fingertips environment. 

TELL CUSTOMER SERVICE  
SUCCESS STORIES. 
The best way to institutionalize customer 
service improvement is to regularly recount 
positive customer interactions. Every time 
you gather customer-facing team members, 
ask for testimonials. If you record or monitor 
interactions, play those recordings for the 
group. Read letters or e-mails, or share input 
from social media. Post positive tweets or 
words of gratitude from satisfied customers, 
and point out the people on your team who 
delivered those superb experiences. Cele-
brate group goal achievements and highlight 
top performers.

4 5 6

“ 
”

Make it standard operating procedure that whenever 
you make a decision at any level, you ask yourself: 
‘How is this going to affect the customer?’

Remember: Keep it simple

- RICK PARRISH
SENIOR ANALYST, FORRESTER RESEARCH

https://academy.govloop.com/courses/customer-service-playbook/
https://www.govloop.com/a-new-wave-of-federal-customer-service/
https://www.desk.com/success-center/self-service-customer-support-team
https://www.govloop.com/resources/change-culture-not-just-technology/
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WebFOCUS      iWay Software     Omni

informationbuilders.com Get Social

Transforming Data Into Customer Value 

Customer-Facing Analytics

Differentiated User Experience

Information as an App

http://informationbuilders.com
https://www.facebook.com/informationbuilders
https://twitter.com/infobldrs?ref_src=twsrc%5Egoogle%7Ctwcamp%5Eserp%7Ctwgr%5Eauthor
https://www.linkedin.com/company/information-builders
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Create Flexible, Familiar, and In the Flow Customer Service
AN INTERVIEW WITH MELISSA TREIER, VICE PRESIDENT OF PRODUCT SALES AT INFORMATION BUILDERS

W e all have an idea of what the citizen user 
wants. After all, we are citizen users. But 

once you’ve imagined a new customer service 
that meets users’ needs, how can you be sure it 
really will stand the test of the real world?

According to Melissa Treier, Vice President of 
Product Sales for Information Builders, a busi-
ness intelligence, integration and data integri-
ty software provider, that’s the true test of a 
citizen application. “Will it drive adoption and 
connection with your audience? At the end of 
the day, if you don’t have adoption and if you 
don’t have connection to what you’re putting 
out there, then the effort is all for naught,” she 
said in a recent interview.

To achieve customer service goals in real en-
vironments, Treier said agencies should de-
velop applications that fit the “three Fs.” From 
the development to deployment, applications 
should be:

 w FLEXIBLE. “Many organizations look 
at sharing information outside their 
firewall or to a larger community and 
they become overwhelmed. They think 
the only option is just to provide a static 
environment or experience,” said Treier. 
“But that’s going to [negatively] impact 
your adoption and the value associated 
with that application.” 
 
Instead, applications should be respon-
sive to the needs of individual users. 
That requires adaptive, multi-platform 
technology. “What that means from an 
IT perspective is that you don’t have to 
create multiple versions of the single 
application in order for it to be deployed 
on multiple devices,” Treier explained.

 w FAMILIAR. Citizens must also be to 
relate your service to other interactions 
in their day to day. “It can’t be very 
distant from what [citizens are] used to 
in their daily lives, because then they’ll 
have a harder time connecting with it,” 
said Treier. Again, technology is a key 
consideration because you’ll want to 
reach people on devices and platforms 
that they already use.

 w IN THE FLOW. Make sure your service 
can integrate into the daily routines of 
your users, both on and offline. “Ask 
yourself, ‘How do citizens typically like to 
receive and interact with information?’” 
Treier said. “Should you make it available 
to them via an online experience, or 
should you add a push technology that 
would allow them to pick it up on their 
phone?” Incorporate user habits into 
your design. 

To engrain these three tenets into your cus-
tomer service project, Treier said organiza-
tions must take an iterative development ap-
proach. “One of the most common mistakes 
we run into at organizations is just overcompli-
cating the first scenario – trying to create the 
‘end all, be all’ with that first rollout,” she said. 

But that design technique often fails. “It com-
plicates the project,” Treier continued. “It re-
quires a lot more buy-in upfront. It also just 
slows down the time to that first deliverable.” 
What’s more, that final deliverable may not ac-
tually meet citizen needs if it hasn’t been test-
ed through prototypes.

“We’re more of the opinion that you should 
just get something out there. It doesn’t have 
to be the 360-degree, full product but it has to 

be something that provides some value. Start 
small and build on that success,” Treier said.

Additionally, Treier recommended making 
sure that the user and business needs of a 
project are fully integrated throughout that 
iterative development process. “Don’t let the 
technology drive the ultimate business value,” 
she said. “A key part of success is to always 
have the customer service team and IT work-
ing together to improve the process, to im-
prove the trust around the organization, and 
get something stood up. A downfall is when 
we see IT take a lead with no connection to the 
user, and ultimately deploy something that’s 
not adopted.” 

This IT-customer service team partnership can 
also create applications that are more appealing 
to the end user. “Most of the applications that 
are deployed to citizens need to combine data 
from more than one siloed data structure,” ex-
plained Treier. “And the data can be inconsistent 
in those silos. An organization must have a way 
to ensure the information they share is accurate, 
complete and consistent.”

A collaborative, iterative approach to custom-
er service design can help organizations cre-
ate flexible, familiar, and in the flow applica-
tions that engage users. 

Information Builders can help achieve those 
goals. “Providing the technology platform and 
environment that really does enable an itera-
tive approach – a fast time to delivery – and an 
application that citizens will actually use is our 
main goal,” concluded Treier.

WebFOCUS      iWay Software     Omni

informationbuilders.com Get Social

Transforming Data Into Customer Value 

Customer-Facing Analytics

Differentiated User Experience

Information as an App

INDUSTRY SPOTLIGHT
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   play #2 
GET TO KNOW     your     customer

Once you’ve set up a customer service environment, it’s time 

to focus on the most important component: your customers. 

Knowing whom your agency serves, their demographics, 

and what they like and dislike is critical to building strong 

customer service at any government agency. 

This section will first help you apply human-centered design to 

help you get started on better understanding your customer base. 

We have included an Agriculture Department case study to show 

firsthand how government agencies can incorporate customer 

feedback to improve service delivery and overall performance. 

We then take you through the steps of identifying your customers 

and understanding their backgrounds before sharing time-tested 

methods to help you get to know your customers better.



Ultimately, customer service is a problem fo-
cused on people and their experiences. There-
fore, it makes sense that the solutions we apply 
should be created with customers at the center 
of every step and decision. This person-focused 
process of problem solving is commonly called 
human-centered design (HCD). 

“Human-centered design is used best when it’s 
focused on and applied to a really challenging 
problem involving a lot of people, which the 
government is ripe for,” said Stephanie Wade, 
Director of OPM’s Innovation Lab. 

There are three steps to any HCD approach, 
though different design-minded organizations 

use different terms to describe the process.
For instance, consulting firm IDEO labels the 
three stages as hear, create and deliver, while 
the LUMA Institute calls them looking, under-
standing and making. 

Despite these diverse lexicons, all of these HCD 
approaches share one thing in common: The 
goals of each phase are centered on bringing 
end users’ needs into focus, executing a strat-
egy for fulfilling those needs and evaluating 
the success of their solutions throughout the 
process. There is no doubt that humans are at 
the center of those design approaches, from 
beginning to end.

In this playbook, we’ll use the terms from +Acu-
men’s Design Kit: inspiration, ideation and im-
plementation. During each phase, your team 
will focus on different objectives and execute 
various tasks to meet those goals. Below, we 
break out these three stages.

These phases are modular and non-linear. 
Chances are the order of these phases will 
vary for every project in which you apply them. 
They each provide and react to new informa-
tion that will inform your next steps. As a re-
sult, you’ll find yourself looping back and forth 
between the phases, likely visiting each multi-
ple times before releasing your grand solution. 

INSPIRATION 
Objective: Determine what your customers need. 
ACTION ITEMS: 

 w Observe, meet and interview your 
customers.

 w Review what you already know about 
your customers and service.

 w Define any barriers or constraints to your 
project.

IDEATION
Objective: Develop potential solutions to meet 
your customers’ needs.
ACTION ITEMS:

 w Analyze the information received during 
inspiration to create succinct insights.

 w Host creative brainstorming sessions with 
a multidisciplinary team, asking “how might 
we” questions to get conversations going.

 w Solicit further input from customers.

 w Generate ideas for solutions.

IMPLEMENTATION
Objective: Test your solution in the real world. 
ACTION ITEMS: 

 w Create prototypes of your idea.

 w Solicit feedback on your solution.

 w Incorporate new information into your 
project design.

OPM’s Innovation Lab partnered with USDA’s 
Food and Nutrition Service (FNS) to improve 
children’s access to healthy meals at school 
through the National School Lunch Program. 
This program provides healthy, low-cost or 
free meals to more than 30 million children 
each school day. 

FNS officials approached the Innovation Lab 
because a large amount of incorrect payments 
were being made for discounted meals. Many 
school districts weren’t receiving the appropri-
ate compensation for the meals they distrib-
uted, resulting in balance errors at the district 
and federal levels.

Wade said that many people initially assumed 
the problem was a technological one — that a 
software program wasn’t processing payment 
information correctly or that a register wasn’t 

syncing with the system. However, the lab’s 
multidepartment team deployed an HCD ap-
proach to discover the real, nontechnical root 
of the problem.

The team entered the field — in this case, the 
school cafeterias that were offering and collect-
ing payment for discounted meals — to see how 
the application process worked, who was using 
the system and where errors were occurring. 

“We found that there were real challenges in the 
application process and that parents were strug-
gling to apply correctly, and that was leading to 
a lot of errors in the system overall,” said Wade.

Next, the lab brought school leaders and par-
ents into the design research phase to give in-
put on the length of the program application, 
the complexity of the instructions and the me-
chanics of the application process. 

With those insights, the team quickly proto-
typed, tested and implemented a solution 
that addressed the root causes of high error 
rates and application challenges. The team de-
signed a new application form that met user 
needs, communicated more clearly how to ap-
ply and reduced the time it takes to apply for 
meal discounts. 

In May 2015, USDA made the new application 
available to more than 14,000 school districts, 
which manage more than 100,000 schools. 
Because of this project, FNS officials anticipate 
reducing improper payments by 10 percent, 
or $600 million, by the 2019-20 school year. 
This project will decrease application errors 
and protect taxpayer dollars to ensure the 
National School Lunch Program remains avail-
able to the millions of children who rely on it.

CASE STUDY: Applying HCD to  
USDA’s Food and Nutrition Service

Applying Human-Centered Design

https://www.ideo.com/
https://www.luma-institute.com/
http://plusacumen.org/courses/hcd-for-social-innovation/
http://plusacumen.org/courses/hcd-for-social-innovation/
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As we said in our previous customer service 
guide, one of the reasons organizations don’t 
take more time to consider their customers 
first is they assume that their customer base 
is too diverse. Many organizations, particularly 
government agencies, assume they don’t have 
the ability to narrow down the pool of custom-
er types. As a result, they miss out on opportu-
nities to better connect with their constituents 
or customers. New approaches to represent 
these interests may seem far too complicated 
and costly.

Fortunately, there are many simple and effec-
tive methods to get to know your customers. 
First, it’s important to understand your cus-
tomers through the following characteristics:

 w DEMOGRAPHICS: age, gender, income 
and other identifying factors.

 w PSYCHOGRAPHICS: personality type 
and preferences.

 w BEHAVIOR: similar likes and dislikes, 
community involvement, and hobbies.

To understand these characteristics, you need 
to know where your customers are located, 
their decision-making process and how they 
interact with your agency. The following ques-
tions help you do that:

 w Where do customers live and where do 
they most frequently access information 
or services with you?

 w Do they spend their time online or at 
in-person events?

 w How do they connect with your organi-
zation?

 w Where do they begin their research?

 w What is the primary problem that leads 
them to you?

 w What do users seem to like about their 
current experiences with the service?

 w What are the benefits or incentives to 
finding a solution with you? Do they have 
any other choices?

Forrester’s Parrish said the first critical step is 
gaining customers’ perspective. “Gather real 
information about your customers, both quan-
titative and qualitative. Understand who your 
customers are and how they want you to fit 
into their lives, and understand their perspec-
tives,” he said.

Once you’ve gauged some of this information, 
you then need to ask your customers:

 w Why did you originally interact with our 
organization?

 w Why do you continue to interact with us?

 w What do we do that others don’t and 
how can we do that better?

Getting to know your customers can be quite 
the challenge for government, which represents 
so many diverse interests. What are some con-
crete ways to get to know your customer? There 
are many methods, including online interaction, 
face-to-face meetings and a lot of research. 
Check out the following strategies:

EVENTS: 
Nothing gets you face time with your custom-
ers better than hosting events. Events help 
you sell your messages and services to cus-
tomers because rapport is developed almost 
immediately. When events garner large atten-
dances, they help your agency gain popularity 
in a more intimate and personal setting. 

Attendees may be more eager to interact with 
your agency and look into services you offer. 
Additionally, they may be more willing to pro-
vide testimonials. Taking advantage of the high 
energy levels at events such as happy hours 
and summits, you can attain excellent written, 
audio and/or video testimonials from attend-
ees to use on your websites or other promo-
tional materials.

SURVEYS: 
The first and most important step to imple-
menting surveys is to be sure that OPM ap-
proves them. The office has excellent guide-
lines for Customer Satisfaction Surveys, which 
you can customize  to assess any type of 
service provided in the public sector and to 
measure several quality dimensions that pre-
dict customer satisfaction including courtesy, 
knowledge, timeliness, reliability and quality.

IN-PERSON FOCUS GROUPS: 
Customer focus groups combine the best 
of both the survey and events worlds. Focus 
groups are a simple but effective way to estab-
lish productive dialogues with your customers; 
most people appreciate being asked for their 
opinions. 

Select your participants carefully according to 
the objectives you have set. Think of the per-
sonalities you’re assembling and what dynam-
ics these would bring to the focus group. Reg-
ular focus groups entail face-to-face meetings 
with a sampling of users that help you learn 
more about who they are, what they need 

from you and what more they can learn about 
your organization. 

In running a successful focus group, it’s im-
portant to establish clear, measurable objec-
tives and know what you want to get out of 
the event. Perhaps you want to test a new 
services strategy and end up with strong en-
dorsements from at least 80 percent of the 
participants. Also, be sure to create a win-win 
for you and your customers. For example, ask, 
“Why would customers want to invest valuable 
time and resources meeting with us, and what 
tangible benefits will they receive?”

Understanding Your Customers

Time-Tested Methods to Meet Your Customer

https://www.govloop.com/blogs/3001-4000/3178-CustomerServicePlaybookFinalOptimized.pdf
https://www.govloop.com/blogs/3001-4000/3178-CustomerServicePlaybookFinalOptimized.pdf
http://www.forbes.com/sites/davelavinsky/2012/09/12/why-entrepreneurs-should-hold-events/
http://www.forbes.com/sites/davelavinsky/2012/09/12/why-entrepreneurs-should-hold-events/
https://www.opm.gov/policy-data-oversight/data-analysis-documentation/employee-surveys/buy-services/customer-satisfaction-survey/
https://www.opm.gov/policy-data-oversight/data-analysis-documentation/employee-surveys/buy-services/customer-satisfaction-survey/
http://pragmaticmarketing.com/resources/tips-tools-how-to-run-customer-focus-groups-successfully


THE CUSTOMER SERVICE PLAYBOOK FOR GOVERNMENT 13

Resources
THE HUMAN-CENTERED DESIGN APPROACH
This free, interactive online course from GovLoop Academy describes the five phases of HCD and explains how to apply design thinking 
to each step of a project.

COLORADO’S OIT FY16 PLAYBOOK: STRATEGIC PLANNING ROADMAP
The OIT Playbook offers a strategic roadmap incorporating a culture of customer service into the workplace. This work offers key insights 
for how a government agency can set itself up for success in improving customer relations and services.

THREE WAYS TO BE YOUR CUSTOMER’S BFF
Amanda Nelson, Director of Marketing at information management firm RingLead, provides three broad, yet helpful, strategies to better 
understand your customers. The blog post includes many helpful links to gathering good data on customers plus methods to personal-
ize interactions with your customers. 

Meeting Your Customer on a Budget
It may be easy for private-sector organiza-
tions to adopt these methods, but the gov-
ernment may not necessarily have the bud-
get or resources. Good events can be costly, 
especially in addition to conducting surveys 
and focus groups. Worried your agency 
doesn’t have the resources to implement 
these methods? Worry no more! There are 
many cost-efficient hacks to getting to know 
your customers. Try these: 

GOOGLE ANALYTICS: 
Google Analytics is an easy, free tool that 
tracks performances across your government 
websites in addition to customer/constitu-
ent engagement with your agency. This tool 
allows you to re-engage your most valuable 
customers based on their onsite interactions 
with Google Analytics. It also allows your agen-
cy to collect and manage customer data with 
a single accurate view that can be customized 
and shared across departments. With these 
features come comprehensive reporting and 
analytics tools, which can be filtered to reflect 
your agency’s needs. For example, you can 

view which new content on your agency’s site 
is popular and how much traffic is being driven 
to your site.

HALL TESTS: 
Hall tests, or hallway tests, are part of a use-
ful quantitative methodology that helps test 
customers’ reactions to concepts in controlled 
and neutral environments. It is usually best to 
use a venue in a central and easily accessible 
location. One of the key benefits of hall tests is 
the ability to present respondents with stimuli, 
such as food or drink or products and services 
from the agency. They can then respond to 
those in person, allowing much more oppor-
tunity to engage and explain to the agency the 
positive and negative aspects they experience 
in detail.

ONEVIEW:
As a social bookmarking service, OneView al-
lows your organization to save and organize 
links, centralize saved links, and access the link 
collection of one or all agency workers. More-
over, the collected information can be shared 

with other users. HP OneView helps simplify 
day-to-day infrastructure management. Take 
the Colorado Governor’s Office of IT for exam-
ple. Using OneView, it displays its commitment 
to customer service and tracks its customer 
service ratings in a clear, comprehensive man-
ner — all on one page.

Getting to know your customers takes work, 
said William Chumley, CCO at Colorado OIT. “It 
takes working and meeting with the custom-
er, building a strong relationship, and digging 
into their business models to understand their 
goals,” he said. “The next step is to ensure ev-
ery level in your organization connects with 
your customers and understands what’s done 
at every level of the organization in terms of 
customer strategy.”

Knowing and liking your customers are critical 
to having them getting to know and like you. 
It’s not always free and easy, but it’s worth-
while. Once your agency has a solid strategy in 
understanding your customers, the next step 
is building customer personas.

https://academy.govloop.com/courses/the-human-centered-approach/
http://oit.state.co.us/about/playbook
http://blog.marketo.com/2015/02/3-ways-to-be-your-customers-bff.html
http://www.google.com/analytics/
http://www.djsresearch.co.uk/services/service/Hall-Test
https://en.wikipedia.org/wiki/Oneview
http://www8.hp.com/us/en/business-solutions/converged-systems/oneview.html
https://sites.google.com/a/state.co.us/strategies-dashboards/back-to-basics-1
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 play #3 
    build your
 CUSTOMER  
   PERSONAS

Once you’ve taken the time to identify, meet and get to know 

your customers, it’s time to build your customer personas. If 

you’re still reeling from the first step, fear not. We’ve provided 

a comprehensive and simple framework to get you started on 

this next one. 

This section will cover the details of personas: what they are, 

why we need them and best practices for building them. In 

addition, we’ve provided three sample personas that are broad 

enough to apply to any agency, plus a worksheet to help you 

practice creating customer personas.
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What are personas?
First, what are customer personas and why 
are they so important to an organization? 
The purpose of personas is to create reliable 
and realistic representations of your key au-
dience segments for reference. These repre-
sentations should be based on qualitative and 
some quantitative research from the getting-
to-know-your-customers stage. The best and 
most effective personas:

 w Represent a major user group for your 
agency.

 w Express and focus on the major needs 
and expectations of the most important 
user groups.

 w Give a clear picture of the users’ expec-
tations and how they’re likely to interact 
with your organization (i.e., use your 
website).

 w Aid in uncovering universal features and 
functionality.

 w Describe real people with backgrounds, 
values and goals.

“The customer persona is a profile of a fic-
titious but real-seeming person who rep-
resents a certain type of customer,” Forrest-
er’s Parrish said.

Usability.gov provides some great examples 
for how government can use customer perso-
nas to its advantage.

WHY DO WE NEED THEM?
Personas help officials focus decisions about 
customer service strategies by adding a level of 
real-world consideration to the conversation. 
They also offer a quick and inexpensive way to 
test and prioritize those features throughout 
the development process. Additionally, they 
can help your agency:

 w Understand customers’ needs, behaviors 
and concerns based on different groups 
and demographics.

 w Improve stakeholder and leader evalua-
tion of new customer-interaction ideas.

 w Aid information architects to develop more 
informed interface behaviors and labels.

 w Create an improved look and feel to your 
website.

 w Decide which approaches to take based 
on user behaviors.

 w Ensure site content is written to appro-
priate audiences.

“Customer personas really help you under-
stand and empathize with you customers,” Par-
rish said. “It helps you get inside their heads.”

BEST PRACTICES FOR BUILDING 
PERSONAS
It’s important that you use your data and re-
search efficiently. Be sure to apply these best 
practices for building the personas most help-
ful to your agency:

 w CONDENSE THE USER RESEARCH: 
Based on the data from getting to know 
your customers, look for themes and 
characteristics that are relevant and 
universal to your agency’s systems and 
users. 

 w BRAINSTORM: Once you’ve condensed 
the research, organize similarities into 
persona groups that represent your tar-
get users. Name or classify each group. 

 w REFINE: Combine and prioritize perso-
nas that seem to be roughly identified 
or outliers. Separate them into primary, 
secondary and even complementary 
categories. The standard number of per-
sonas for an organization usually ranges 
from three to five.

 w MAKE THEM REALISTIC: Develop the 
appropriate descriptions of each perso-
na, background, motivations and expec-
tations. In this case, you will not want to 
use a lot of personal information.

 w SHARE WITH A WIDER CIRCLE: Don’t 
wait until personas are finalized before 
sharing them with stakeholders. Get 
frontline customer service employees 
involved early in the process of perso-
na creation. Informing stakeholders of 
your agency’s progress will keep them 
interested and ensure a more accurate 
persona. 

 w GAIN SUPPORT: It’s also important 
that officials in multiple departments 
within your organization understand 
the personas. Relevant leaders should 
have support early on to better 
socialize the personas and spread 
knowledge of the company’s customers 
throughout the organization. This also 
helps your agency better focus on the 
people you strive to serve.

http://www.usability.gov/
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1.COMPANY INFORMATION:
You can get a lot of information about the users and various agencies 
you serve by analyzing the information you collect through forms on 
your agency’s website. For example, you can gather the number of 
people at a company, an individual’s role or level, and the industry the 
person works in. 

Plot this information visually to see which roles are most prominent 
among your customers. You can filter by company size to get a bet-
ter idea of the specifics. This will help you prioritize how you serve 
and cater to certain customer personas.

2. DEMOGRAPHIC DATA:
Once you start identifying your customers and know them through 
individual demographic data, you should begin to assemble the 
data visually. Visualizing customers based on location or other de-
mographic data builds the foundation for other research, including 
languages they speak or whether they live in urban, suburban or 
rural areas. This can also help with timing of campaigns and commu-
nications with certain customers in different time zones.

3. CONTENT CONSUMPTION: 
This is where your agency needs to use information such as form 
submission page titles and job roles to see who is interacting with 
which type of content. This helps build customer personas and 
determine how to better market and reach out to customers with 
more specific, relevant content. 

4. COHORT BEHAVIOR: 
Cohort analysis is a helpful tool to study user behavior, and when 
creating personas, it allows you to group users who performed a 
certain action within a specific period of time. Find answers to ques-
tions such as “Do customers who sign up in January tend to engage 
more with your agency than customers who signed up in March?” 
Segment populations by customer creation data and transaction 
date to visualize how these cohorts behave over time.

Visualizing Your Customer Base 
Here are some frameworks for grouping and characterizing your customers.

http://blog.hubspot.com/marketing/building-buyer-personas-quantitative-reports
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Resources
HOW TO CREATE DETAILED BUYER PERSONAS FOR YOUR BUSINESS
This marketing website provides detailed explanations of customer personas and how organizations can use them. In addition to step-by-
step instructions on how to create personas, it provides a free customer persona template that you can use for your agency.

THE COMPLETE GUIDE TO DEVELOPING AND USING BUYER PERSONAS
This resource from Single Grain provides a simple, comprehensive explanation of what a customer persona is and how to create your own 
for your agency. The guide includes visuals of sample personas and tips on how to gather data to build customer personas.

3 Common Personas
To get you started on building your agency’s customer personas, GovLoop created three  
common personas that are broad and applicable to any organization:

SELF-SERVER PEOPLE PERSON CROWD SOURCER

First, let’s take a look at the Self-Server. These 
individuals are easy to identify, as they get im-
patient quickly. Rather than waiting in line or 
on hold on the phone, they’d prefer to com-
plete a transaction completely on their own.  
 
They would prefer to use your website or a 
mobile app than have materials sent to their 
home. This persona tends to be tech-savvy or 
or represents customers who believe they can 
figure out the system without help. They will 
take the extra time to figure out an issue on 
their own before contacting your agency. 

Then, there’s the opposite: the People Person. 
This persona represents people who don’t like 
machines. They hate automated voice mes-
saging systems and dislike websites that make 
it difficult to find contact information. 

People in this persona appreciate talking to a 
person from the agency and are willing to wait 
in line as long as they know they will be able to 
engage with someone who can help them. In 
an automated-service world, they appreciate a 
personal touch from organizations.

The Crowd Sourcer likes to go with the pack. 
When people represented in this persona 
have a problem, they search the web search 
to find a community where they can ask ques-
tions and get technical assistance. Rather than 
talking to an organization directly, they prefer 
to learn about services or information from 
their peers. 

These are the people who place great care in 
product and agency reviews by peers on sites 
such as Amazon or Yelp. If the crowd is posi-
tive, they will be more willing to give the agency 
a chance. Because they like to share their ex-
pertise in reviews, too, they often participate 
as volunteer advocates. 

http://blog.hubspot.com/blog/tabid/6307/bid/33491/Everything-Marketers-Need-to-Research-Create-Detailed-Buyer-Personas-Template.aspx
http://singlegrain.com/buyer-personas-2/complete-guide-developing-using-buyer-personas/
https://www.govloop.com/blogs/3001-4000/3178-CustomerServicePlaybookFinalOptimized.pdf
https://www.govloop.com/blogs/3001-4000/3178-CustomerServicePlaybookFinalOptimized.pdf


18 A GOVLOOP GUIDE

http://www.parature.com/test-drive
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Revolutionizing Customer Service with Microsoft
AN INTERVIEW WITH BILL PATTERSON, GENERAL MANAGER AT MICROSOFT 

D espite government investing more time, 
resources, and knowledge into their cus-

tomer service initiatives, constituents still don’t 
seem to be fully satisfied. According to leading 
consumer surveys, satisfaction with govern-
ment services is at an eight-year low and the 
federal government ranks near the bottom.

There is hope for government, however. In a 
recent interview, Bill Patterson, General Man-
ager of Microsoft, said there are myriad ways 
to improve customer service in government – 
especially if you first build a solid technology 
foundation. 

Through its customer service knowledge-man-
agement solutions, Microsoft helps organi-
zations provide easy, organized access to 
knowledge for real-time customer service and 
response, deliver consistent answers and in-
formation across teams and departments, 
and reduce handle times and repetitive ques-
tions.

CHALLENGES IN  
GOVERNMENT AGENCIES
When it comes to budget and resources, there 
simply never seems to be enough in the public 
sector. Government agencies are often hesi-
tant to invest in newer customer service tech-
nologies to the fullest extent because they an-
ticipate huge costs and difficulties meeting the 
diverse demands of constituents.

The difficulty in investing more resources into 
customer service initiatives can be attributed 
to an even larger challenge for government: 
culture. “Public sector entities tend to think 
of customer service as an added initiative to 
invest in,” Patterson said. “It really needs to be 
thought of as the fabric of what government 
does.” 

Additionally, government agencies may be 
reluctant to invest in newer technologies that 
improve customer experience when leaders 
are comfortable with the way things have al-
ways been done. 

“Agencies may say, ‘We’ve always invested in 
technology this way over the last 30 years of 

our existence,’” Patterson said. “The rate of 
change as consumers, however, is accelerat-
ing. Meanwhile, the rate of change inside the 
organization is still on the same pace as when 
technology first entered the arena.”

Government must think differently in order to 
keep up with current technology and the de-
mands of customers.

SIMPLE STEPS TO BETTER  
CUSTOMER SERVICE
Though budget and resources are always 
scarce, Patterson noted that government cus-
tomer service can greatly improve by taking 
the following simple steps with customer ser-
vice technologies: 

STEP 1. LISTEN. Consumer feedback should 
drive customer technology strategies. There-
fore, the first and most cost-effective measure 
that government agencies can take is to listen. 
Social media and other forms of engagement 
are great ways to hear what your customers 
are saying. “Change happens first by listening, 
and then acting,” Patterson said. “Most organi-
zations still struggle to listen to their custom-
ers on social media, where posts and feed-
back can become an epidemic quickly.” 

STEP 2. ASSEMBLE KNOWLEDGE-BASED 
PLATFORMS. Government agencies should 
focus on harnessing knowledge and unifying 
it into one place or platform to deliver consis-
tent, easily accessible information. 

“Embedded in that customer service solution 
is an enterprise knowledge management ap-
plication,” Patterson said. “The goal of that 
knowledge application is to fundamentally 
change the way in which questions and an-
swers are both standardized and shared 
across an organization at large.” 

This consistent knowledge foundation can 
really help kick-start investment into more 
sophisticated customer service technologies. 
With Microsoft customer service solutions, 
agencies can better manage, track and re-
spond to interactions with customers. For ex-
ample, with a one-stop platform, agencies like 

the DMV could centralize their service data 
and interactions to more efficiently help those 
who need to update their licenses. Agencies 
can also improve how they address issues, 
provide proactive information, create bench-
marks, and excel in the future.

STEP 3. TURN KNOWLEDGE INTO EN-
GAGEMENT SOLUTIONS. Once you’ve lis-
tened to your customers and collected knowl-
edge in platform-based tools, it’s time to turn 
tactics into solutions. This is where it’s import-
ant to choose how you define your organiza-
tion’s business process while making it more 
customer-centric. “Most organizations think 
of staffing customer service and look at how 
many phones are needed,” Patterson said. 
“But today, only about 45-55% of customers 
prefer using the phone as a way of attaining 
service. If half of your customers don’t want to 
be on the phone with you, why would you de-
sign your whole business process that way?”

The Social Security Administration, for exam-
ple, deploys self-service technology so cus-
tomers can easily look up the answers to their 
questions. “When you search online how to 
get a new Social Security card, you are actually 
searching a Microsoft knowledge base solu-
tion where the Social Security Administration 
has proactively provided the answer to fre-
quently–asked questions,” Patterson said. “For 
government, this means eliminating the need 
for thousands, perhaps millions of individuals 
to call or email this government agency, which 
saves time and money and ultimately increas-
es customer satisfaction.” 

The ultimate goal is for government agencies 
to address constituents’ issues in the swiftest 
and most efficient manner, reducing effort 
while increasing satisfaction. And technology 
is helping government get there. 

INDUSTRY SPOTLIGHT
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 play #4 
  pick where to
 IMPROVE THE 
  EXPERIENCE

Once you understand the type of person who will interact with 

you and their most common points of contact, the next step 

is to optimize their overall experience. Now is when you walk 

that proverbial “mile in their shoes” to better understand how 

you can enhance the customer experience. 

This section will help you understand how you can apply the 

personas you’ve created to the crucial spots where customers 

interact with your organization and how any pain points can 

be, if not erased, at least improved. This process includes 

creating journey maps — maps that detail how customers are 

interacting with you.
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Once you have a clear set of personas in mind, 
an important next step is to map your customer 
journey. The most effective mapping exercises 
explore specific scenarios and strive to under-
stand your customer needs not only when they 
initiate contact, but at the moment when their 
need arises — before they even arrive at your 
door or website. The more detailed customer 
journey you can paint, the more accurately and 
proactively your organization will respond to cus-
tomer needs.

“A journey map is basically a big visualization of 
a customer’s emotional experience as they in-
teract with you, and they are often informed by 
interviews,” said Phaedra Chrousos, GSA’s CCO. 
“So, for example, for the Federal Acquisition Ser-
vice, we did 150 interviews in about two and a 
half months where we talked to contracting offi-
cers across government about their experience 
with GSA. And then we bucketed those experi-
ences along what their journey was like. So first 
they think about what they need to buy, then 
they learn about how to buy it, then they buy it, 
then they have the experience with the vendor, 
and so on and so forth. And we literally map out 
the experience on the positive. Then you liter-
ally can see a visualization of the highs and low 
and the lows and highs of an emotional journey. 
From there, you can pick the low-hanging fruit to 
help improve a customer’s experience with you.”

Create & Use a Journey Map
There are five phases in a journey-mapping exercise: 

CREATE AN INITIAL MAP. 
In this phase, participants are challenged to map a journey from the customers’ per-
spective. The most effective mapping activity will identify a specific customer, such 
as the personas used as examples in Play #3. If an organization has already given 
some thought to the points of contact, as explained in Step 2, that data should also 
be included in the development of journey-mapping scenarios. Finally, the mapping 
process should take into account an organization’s entire customer service “ecosys-
tem” — the internal people, processes and technology that play a part in delivering 
customer service. Note how various people in your organization play a key role as 
you walk through customer experience scenarios. Encourage those diverse stake-
holders to participate in this exercise. Break into small, cross-functional groups if you 
have a large gathering of stakeholders. 

EVALUATE AND PRIORITIZE. 
As you seek to understand the customer’s experience, don’t just stop at the mechan-
ical problems, such as materials that aren’t in the right place or forms that need to 
be updated. Try to comprehend their attitudes and emotions. If they’re angry or frus-
trated, write it down. If they’re confused, record that experience. If they’re impressed 
with something, jot down what they may be thinking at that moment. Then, evaluate 
each of these attitudes to identify the high and low parts of their emotional journey. 
These feelings are helpful indicators as to what their true needs may be and can be 
used to identify the most important moments that matter. 

ADD DETAIL. 
As you walk in the shoes of your customers, look for core issues to fix and oppor-
tunities to improve. Be critical of yourself. Be honest. Sometimes we get so used to 
our own services and information that we develop blind spots. This phase includes 
several steps of adding more detail to uncover customers’ true functional and emo-
tional needs, in addition to detailing the roles and processes of the people and things 
involved in the journey. The more you can step outside your perspective and take on 
the vantage point of your customer, the more valuable this exercise can be for your 
organization. Moreover, the challenges with their experience will become obvious. 
Name them. 

EVALUATE AND FRAME THE ISSUE OR OPPORTUNITY. 
Once you have a good understanding of customers’ needs, you then evaluate how 
well you’re meeting them. This includes evaluating whether the people and systems 
involved are performing properly. This now gives you a clear, strong understanding 
of the issue or opportunity, along with what is important to the customer, so that you 
can begin brainstorming new solutions. 

DESIGN NEW EXPERIENCES. 
Lastly, the journey-mapping process allows agencies to brainstorm new innovations 
to redesign the customer experience. The importance of this phase is that it reminds 
organizations that journey mapping is an iterative process. There are always ways to 
reset or re-imagine the cycle, apply new tactics and continually improve service or 
information delivery.

“ 
”

You can pick the low-
hanging fruit to help 
improve a customer’s 
experience with you.

1

2

3

4

5- PHAEDRA CHROUSOS
CHIEF CUSTOMER OFFICER, GSA
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Go in Person 
For all the data, analytics, mobile apps and slick 
online experiences you can offer a customer, 
sometimes nothing beats an in-person meet-
ing. “Nothing is more effective than getting out 
in the community and attending community 
events,” said Quintana, head of Charlotte’s 311 
efforts. “We have a community action team 
here in 311, and the city of Charlotte has a 
neighborhood and business services team.”

Additionally, various departments have their 
own speaker’s bureaus or community out-
reach teams, which 311 will partner with to 
attend events at schools, homeowners’ as-
sociations and festivals, or for retiree and re-
ligious groups. The community action team 
has also partnered with the police depart-
ment for two National Night Out events and 
with the Boy Scouts. 

Blair Corcoran de Castillo is a GovLoop Fea-
tured Blogger on detail to OPM. She recently 
wrote about how empathetic thinking, face 
time and in-person user groups have im-
proved the agency’s customer experience. We 
excerpt her blog post on the next page. 

“ 
”

Nothing is more 
effective than 
getting out in 
the community 
and attending 
community events.
- JANICE QUINTANA

DIRECTOR OF CHARMECK 311

https://www.govloop.com/community/blog/are-you-choosing-empathy/
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Resources
JOURNEY MAPPING THE CUSTOMER EXPERIENCE: A USA.GOV CASE STUDY 
In this excellent case study, USA.gov details how it used journey maps to better understand customers’ journeys across channels.

ALL YOU NEED TO KNOW ABOUT CUSTOMER JOURNEY MAPPING 
This detailed blog post sets the context for the importance of journey maps and gives you the steps for creating one

I believe that empathy is a choice that peo-
ple working in government need to choose 
more often.

Empathy is often described as the emotion 
through which you share another’s feelings 
and experiences. It is a deep, sensitive con-
nection that makes us sense what another 
goes through. It is more than just a cognitive 
understanding of what someone else feels; 
it is the ability to feel what it is like to be in 
another person’s shoes. If government em-
ployees wanted to encourage themselves to 
employ empathy, there are a number of dif-
ferent techniques that can be used to elicit 
it, including empathy interviewing and peri-
ods of observation, as well as strategies for 
nurturing the growth of empathy.

This shift to empathy would necessitate leav-
ing our perceptions of how citizens live at our 
desks and going out into communities to gain 
a richer understanding of their experiences. 
It would require choosing openness on many 

levels: being open to new experiences, being 
open to emotions, and being open to challeng-
ing our own opinions. In return, choosing em-
pathy could result in outcomes, like:

 w Creating realistic programs. (Empathy 
creates an awareness of what might be 
practical from a program participant’s 
perspective.)

 w Knowing who your constituents are. (We 
all may think we know who our constit-
uents are, but empathy enables you to 
know who they truly are — seeing them 
face-to-face — and how they live.)

 w Staying in touch with the dynamics on 
the local level. (Empathy can help you 
understand what the environment feels 
like at the local level.)

 w Designing programs and policies that 
meet citizens’ needs. (Empathy provides 
valuable insights into what a person 
needs or desires.)

Many offices in the government already en-
courage empathy or use empathy to guide 
their work. For example, the Innovation Lab 
at the Office of Personnel Management (Lab) 
utilizes empathy throughout its approach to 
projects. The Lab recently completed a project 
in partnership with the Department of Agri-
culture’s Food and Nutrition Service (FNS) in 
which empathy was a key component of the 
ultimate design of the solution. (see pg. 11)

Choosing empathy is one reason the Lab and 
FNS developed a new application. By empa-
thizing with parents, they gained awareness of 
the aspects of the form that were most chal-
lenging and why. The different iterations of the 
application developed were also grounded in 
empathy, and this approach ultimately result-
ed in a version that was shorter, less compli-
cated and resonated with parents.

http://www.digitalgov.gov/2015/08/12/journey-mapping-the-customer-experience-a-usa-gov-case-study/
http://www.smashingmagazine.com/2015/01/all-about-customer-journey-mapping/
http://dschool.stanford.edu/wp-content/themes/dschool/method-cards/interview-for-empathy.pdf
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Your ideas. Powered by Digital.
In today’s complex market, your success is determined by your 
digital strategy. And you need both strategy and creative at the 
table.At Deloitte Digital, we combine our agency design team 
with Deloitte’s deep Federal experience to help you unlock the 
potential behind all of your ideas.
www.deloittedigital.com

http://www.deloittedigital.com
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Exceeding Expectations: Making the Leap from  
Good to Great Customer Service
AN INTERVIEW WITH TIM YOUNG, PRINCIPAL AT DELOITTE DIGITAL

C ustomer service in government is not 
exactly stellar right now. Today, citizens 

expect seamless experiences similar to what 
they demand of the private sector – but this 
is an experience that is difficult for the pub-
lic sector, given how the government is orga-
nized and what regulations and silos exist. 

In order to better understand the obstacles 
and opportunities the federal government is 
presented with to achieve better customer 
service, GovLoop sat down with Tim Young, 
Principal at Deloitte Digital. “Numerous wake-
up calls have shown that the lack of attention 
to customer service and deferred investment 
in technology has caused the federal govern-
ment to fall further behind the private sector,” 
Young said.

The American Customer Satisfaction Index 
found that satisfaction with the federal gov-
ernment is at all all-time low. Young suggest-
ed that with many legislative and bureaucratic 
obstacles, such as budget cuts and seques-
tration, the federal government is already at a 
disadvantage when compared to private sec-
tor expectations. A major refocus on customer 
service will help the federal government raise 
their bar of expectations and capabilities.  

“IT is a key enabler to improving customer 
success,” Young explained. “When you look at 
the federal government and the legacy infra-
structure that exists, it’s clear that it doesn’t 
help create an enriching customer experience 
because it’s based on outdated technology 
due to long processes. It requires time for up-
dates, proposing a budget, getting it approved 
through the congressional lifecycle, and then 
even more time to receive funding and putting 
it into contract. The legacy IT environment is a 
contributor to substandard customer service.”

But it’s not just outdated technology. Young 
noted that in order for a department to go 
from good to great customer service, they 
need to focus on the people aspect. “When 
you look at the people, process, technology 
equation, the government needs to take an ‘all 
of the above’ approach,” he said 

“First, employee satisfaction and customer 
service are closely linked together. The hap-
pier your employees are about treatment to-
wards customers, the better job they’re going 
to do serving customers.” 

The second point, Young explained, is that 
customer experience with the federal gov-
ernment includes many different transactions 
across agencies, and they should be custom-
ized for the unique experience that reflect the 
agency. Customers are experiencing different 
emotions and expectations at each agency, 
and should not be serviced with a rubber 
stamp experience. “Demographics of custom-
ers really matter, but also having greater pre-
dictability to the behaviors of your customers 
and users are important,” Young advised.

Young also said that government needs to 
start looking to better customer persona re-
search to inform their engagement and ser-
vice strategies.

“Personas and, what we call, ethnographic re-
search is a key part in understanding custom-
er demographics and improving service,” he 
said. “Government needs to move away from 
structured analysis of customers to actual ob-
servation, focusing less on process and more 
on why people do the things that they do, and 
how to better design and produce better out-
comes preferably at a lower cost.” 

Ethnographic research includes observing 
contextual, behavioral, and emotional reac-
tions. “The way in which we live, work, and play 
is constantly evolving, and our emotional re-
sponses, values, expectations, considerations, 
and constraints need to be factored in through 
continual ethnographic research,” Young said. 
The insights that this kind of research can pro-
vide are the context of customer expectations 
for that government service.

Understanding the relationship between gov-
ernment and the people it serves is key to 
developing a modern customer engagement 
and satisfaction strategy. 

It’s the government’s absolute imperative and 
responsibility to provide great customer ser-
vice to its constituents. “The government was 
created by the people for the people,” Young 
said. “So if you’re collecting money from peo-
ple and providing them services, but you’re 
not focusing on the quality of service then that 
is irresponsible government. Instead of look-
ing at the federal budget as an entitlement, for 
the government to spend at its discretion, it 
should be looked as an investment in the fed-
eral government with a focus on what is the 
return of that investment to the constituent.”

Gathering feedback through formal and in-
formal mechanisms such as online surveys 
and focus groups will provide the important 
insight that your agency needs to develop an 
appropriate customer service strategy. These 
metrics will gauge customer activities and hap-
piness with the service they are receiving and, 
when implemented into the overall strategy, 
will change the way government incents be-
haviors that make the most sense for constit-
uents and employees of your agency.

INDUSTRY SPOTLIGHT
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   play #5 
 IMPLEMENT 
    your idea

Now that you have determined how you’re going to improve 

the customer experience, it’s time to put your ideas into action. 

Create a prototype solution, release it to the public and then start 

improving your project with real-world testing and feedback.

This section will help get your idea off the ground by 

explaining what a minimum viable product is, and how to 

use it to improve your end product. It also explains the perils 

of a project handoff, with tips to avoid mistakes. Finally, we 

highlight TechFAR — a necessary guide for anyone looking to 

adopt Agile processes to acquisition.
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Once you and your team have formed an 
idea that you’re excited about, it will be really 
tempting to jump in and start developing that 
solution to the finest detail, without taking the 
time to verify that the solution is actually as 
desirable, feasible and viable as you think it is. 
Designing solutions without seeing how po-
tential users might respond is risky, inefficient 
and potentially wasteful. 

Instead, your initial goal is to create a minimum 
viable product, or MVP. Why? 

It’s impossible to know for sure if your idea 
will fulfill your users’ needs until you see it in 
action. Your customer service idea may be 
great in theory, but it may not hold up in the 
real world. If you’ve already invested all your 
resources into a project and it ultimately fails 
in practice, you won’t have anything left to ded-
icate to improvement. And even if your proto-
type doesn’t fall flat, it won’t be the best that it 
can be without user feedback.

For this reason, ongoing communication 
with your customers is crucial. For programs 
run through OPM’s Innovation Lab, Direc-
tor Wade explained, “we make sure that 
throughout the process, we bring [users] in 
for co-creation so that citizens are part of 
the design process. And we’re not just ask-
ing them what their needs are; we’re bring-
ing them into the problem-solving.” 

To solicit this feedback, give your users a proto-
type to react to. This prototype should be very 
simple during initial testing phases. “Lo-fideli-
ty” prototypes typically focus on testing broad 
concepts by including the minimum amount 
of detail needed. Examples of the most basic 
lo-fidelity prototypes are quickly sketching out 
ideas on whiteboards or scrap paper. Such 
prototypes can often help answer the ques-
tion, “Does this solution actually make sense?” 

Moving up the spectrum, a series of increas-
ingly higher-fidelity prototypes can be used to 
test more specific details of your design. Story-
boards and user flows can help users see how 
they fit into a new design. 

Then, deploy paper or “functional” proto-
types for so-called “Wizard of Oz” testing. In 
this style of testing, users are presented with 
your physical prototypes and asked to inter-
act with them in the same way they would 
use the system in the real world. So, if your 
prototype is a paper sketch of a smartphone 
app, users should press their fingers on the 
paper to make their selections. 

Then, working as the wizard behind the cur-
tain, you adjust the prototype as needed, shuf-
fling in new interface sketches, or modifying it 
to set up the user’s next interaction. This type 
of testing can provide a huge amount of infor-
mation about users’ first impressions of your 
design without requiring much investment in 
time and resources to build the prototype.

As you incorporate user feedback, keep in 
mind that this is not a one-time or linear pro-
cess. Once you’ve improved your MVP, you’ll 
want to release it again in multiple forms for 
additional testing and feedback.

Testing Your MVP
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If you work within a dedicated customer service department, the most difficult part of your proj-
ect will likely be project handoff. Oftentimes, project managers find that many of the program’s 
nuances and details are lost when they are implemented by staff members who weren’t involved 
in the ideation stage. In other cases, a project will meet unexpected hurdles once it encounters 
real-world conditions. Yet, many frontline workers lack the resources, knowledge or mechanisms 
to effectively revamp the project in light of new barriers. 

To avoid these common pitfalls, deploy these three principles:

Mastering the Handoff

1. RELAY THE EMOTION OF  
YOUR PROJECT. 
It’s important to provide the details and mech-
anisms that comprise your customer service 
improvement project. After all, implementers 
need to know how the improved service is 
supposed to work. However, it’s equally im-
portant to describe the emotion of the project, 
because that less tangible sense of mission 
and purpose will help implementers make re-
al-time decisions when changes are necessary. 
To relay the emotion of an initiative, have proj-
ect creators answer the following questions 
during the handoff to implementers:

 w What inspired you to initiate this project?

 w How did your team and your customers 
feel before you created this customer 
service solution?

 w How do you want customers to feel 
when they interact with your service? 

2. KEEP COMMUNICATION  
CHANNELS OPEN. 
Although you will likely require a formal hand-
off meeting to relay important logistical and 
emotional information to implementers, that 
handoff isn’t the end of a project creator’s 
tenure. Instead, use that time to solidify com-
munication channels that implementers can 
access when they need further information or 
advice from creators. 

3. PLACE A PROJECT CHAMPION 
ON THE GROUND.
For better or worse, customer service is only 
one priority among many agency goals. There-
fore, you’ll need someone to champion the 
customer cause. You might entrust an entire 
team or department with the responsibility of 
deploying your new customer service, but you 
will need a single person to lead the charge. 
This person may not bear ultimate responsibil-
ity for project outcomes, but she will be tasked 
with keeping up the project’s momentum, 
even as other department priorities compete 
for attention and resources. 
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Resources
AGILE CONTRACTING
This on-demand webinar offers lessons learned from federal agencies that have implemented Agile methodologies to their technology 
acquisition processes.

THE TECHFAR HANDBOOK FOR PROCURING DIGITAL SERVICES USING AGILE PROCESSES
This online resource matches FAR requirements to digital service procurement needs and provides instructions for how to adopt Agile 
acquisition processes.

In traditional procurement processes, an 
agency need is defined upfront, with specific 
labor and technology requirements laid out in 
detail before a project starts. For federal agen-
cies looking to generate innovative customer 
service solutions, this waterfall acquisition 
method is not conducive to success because 
it doesn’t allow for a project to evolve with new 
customer feedback.

To remedy that, OPM has created a docu-
ment that applies the Federal Acquisitions 
Regulation (FAR) to iterative or “Agile” project 
development. Called TechFAR, this guide was 
specifically created to help agencies execute 
the 13 “plays” in the Digital Services Playbook. 
However, its directions and suggestions for ap-
plying FAR to Agile projects can easily be used 
for non-digital initiatives as well.

For instance, TechFAR describes how acquisi-
tion professionals can create a product vision 
— a high-level definition of the scope of a proj-
ect — to meet FAR 15.203 without outlining 
the specific details of acquired technologies. 
The resource also provides a template and 
samples of successful product visions.

To ensure your customer service projects can 
iteratively incorporate new feedback, technol-
ogies and considerations, your agency must 
deploy Agile contracting methods. Use Tech-
FAR to understand what those methods look 
like and how to use them in your efforts to im-
prove the citizen experience.

Contracting for Evolving Customer Service

“ 

”

[TechFAR] is 
designed to support 
effective risk 
management and 
break down common 
myths that inhibit 
the modernization 
of Government’s 
approaches to digital 
service development.

- THE TECHFAR HANDBOOK

http://www.digitalgov.gov/event/adopting-agile/
https://github.com/usds/playbook/blob/gh-pages/_includes/techfar-online.md
https://github.com/usds/playbook/blob/gh-pages/_includes/techfar-online.md
https://playbook.cio.gov/
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  play #6 
   GENERATE 
  real results

The customer service journey is never over. Rather than thinking 

of your proposed solution as an end goal, think of it as an 

experiment. Once you’ve deployed your solution, you’ll want to 

solicit feedback, measure your results, celebrate successes and 

improve your design where there is opportunity.

This section will explain how to select the best metrics for your 

unique customer service project. It will also explain why both 

customer and employee feedback is critical to maximizing the 

value of your project, and what to do when your project starts 

creating real customer service wins.
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It’s a common misconception that Agile proj-
ects, especially those centered on eliciting hu-
man emotions and behaviors, can’t produce 
measurable results. In fact, creating and mon-
itoring metrics of success are crucial to proj-
ect implementation. Without those measure-
ments, you can’t determine the return on your 
investment or even if your customer service 
project worked at all. 

So what do customer service metrics look like? 
Inevitably, each customer service project will 
require unique metrics to measure success. 
“There’s no one measure that says, ‘This is re-
ally innovative,’” Wade said. Instead, metrics 
must represent the distinctive qualities of each 
project and its desired outcomes.

Nevertheless, there are common consider-
ations that should guide your metric selection. 
They are:

FOCUS ON THE CUSTOMER. 
Many agencies make the mistake of grad-
ing customer service projects on organiza-
tion-centric outcomes. “The trick is to choose 
metrics that represent the customer’s per-
spective,” said Parrish of Forrester Research. 
“One of the classic examples here is call cen-
ters that measure success of average han-
dling time. You hear someone say they got a 
customer off the phone in 30 seconds. Boy, 
that was a big win for the customer experi-
ence, right? Wrong. You may have rushed 
them off the phone, and you probably didn’t 
answer the question. That’s not a win for the 
customer experience.”

Instead, call center managers should consid-
er if the caller had a good experience with the 
service representative and was able to suc-
cessfully complete the transaction. Customer 
service metrics for success must always focus 
on the user experience.

ALIGN CUSTOMER GOALS WITH 
ORGANIZATIONAL OUTCOMES. 
Nevertheless, organizational priorities must 
play a role in your customer service project. 
There are two primary reasons this align-
ment is crucial. 

First, it’s necessary to understand how in-
ternal processes impact external customer 
outcomes. “You have to be able to match 
voice-of-the-customer data with internal op-
erational data so you can see how the two 
relate,” said Parrish.

Second, positively correlating customer ser-
vice with organizational goals helps engender 
support from agency leaders. A win for the 
customer should be framed as a win for an 
agency. Appropriately aligned customer and 
organizational metrics help tell that story.

KEEP METRICS FLEXIBLE.
Because customer service projects should 
constantly incorporate user feedback and 
lessons learned, it’s likely that your initial 
project idea will end up looking and operat-
ing differently once deployed. As a result, the 
way you gauge project success should also 
be open to revision.

“In the beginning, we draft ides of measures 
of success, but we still don’t really know [if 
they’re correct],” Wade explained. “Because we 
don’t enter a problem with a solution already 
in mind, we actually start with questions. Since 
we don’t presuppose what our solution is, we 
revisit our drafted measures at the end of a 
project and ask ourselves, ‘OK, what are we 
actually doing? How are those measures rel-
evant or not relevant?’ We revise them, and 
then work with teams to monitor the mea-
sures over time.”

Other organizations can follow suit by creating 
upfront metrics of success to guide a project, 
but they must allow them to change as proj-
ect details evolve. This will likely require careful 
communication to leaders about how and why 
you may change project details.

DON’T FORGET THE  
UNSEEN METRICS.
 Oftentimes, customer service projects are cre-
ated to eliminate problems. In those instanc-
es, you may need metrics that consider what 
processes are no longer being used or which 
problems users are no longer reporting. 

“Customer service is often perceived as in-
visible,” said Colorado CCO Chumley. “One of 
our agency leaders told us she wanted to be 
a happy hostage, which means she just never 
wanted to have to call us.” 

For Chumley’s office, that meant one way to 
measure success was whether state employ-
ees used its services because that indicated 
they were happy with the project.

PRIORITIZE EMOTIONS  
AND BEHAVIORS. 
As we’ve mentioned, the premise of HCD is 
that an effectively designed service will posi-
tively affect people’s emotions and behaviors. 
Government customer service projects are 
no exception, and metrics for success should 
examine to what degree these positive out-
comes are achieved. 

Rather than choosing metrics that measure 
satisfaction in the short term, focus on how 
customers feel when they interact with your 
service. Then, ask if they want to have that 
same experience again. The answers to these 
questions are far more likely to correlate to the 
long-term success of your project than a sim-
ple satisfaction score.

MIX THE QUALITATIVE  
AND QUANTITATIVE. 
To track the emotional and behavioral impacts 
of your project, you’ll likely need qualitative 
metrics to tell your customer service story. 
These are questions such as, “How do custom-
ers feel when they use our services?” At the 
same time, quantitative metrics (think: number 
of repeat site visits or increase in service en-
rollment) are an easy way to quickly measure 
and show the impact of your service. 

Ultimately, you’ll want your customer service 
project evaluation to include both types of 
metrics to create the full picture of your suc-
cess and learn where exactly you can improve.

Choosing Metrics of Success
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To measure your success and determine how 
your project should be altered to better meet 
goals, continually solicit feedback from your 
end users. 

An easy way to constantly monitor user experi-
ence is to survey users at the end of their gov-
ernment interaction. For example, the General 
Services Administration created a four-ques-
tion evaluation that asks citizens to rank the 
quality of their interaction and their likelihood 
to repeat the service and recommend it to a 
friend. The survey can be deployed on any fed-
eral government website.

However, Chumley warned that you can 
over-survey your audience. “We were finding 
that people were saying, ‘Okay, we’re tired of 
answering your surveys,’” he said, and partici-
pation dropped off. 

Nevertheless, his department still wanted to 
capture valuable feedback. 

To continue the customer service conversa-
tion, Chumley’s department reduced survey 
frequency to twice a year, but asked more 
detailed questions during those evaluations. 
Additionally, OIT started real dialogues with 
customers. “Rather than doing surveys all the 
time, every couple of weeks we just have a 
conversation and ask, ‘How are we doing?’ And 
we ask if they would choose our service over 
a private-sector service. Then, since they can’t 
really go to the private sector, we ask them, 
‘How can we make it better?’” Chumley said.

These one-on-one conversations are more 
time-consuming than automated user surveys, 
but they are an effective way of soliciting valu-
able, descriptive feedback. 

For your agency or department, the mech-
anism for getting this information may nec-
essarily be different — particularly if your 
resources or staff time are constrained. How-
ever, remember to think beyond the survey 
and consider ways to constantly hear from 
your citizens after your project launches.

Solicit Constant Feedback
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Resources
DIGITAL METRICS GUIDANCE AND BEST PRACTICES
Created as part of DigitalGov’s Digital Analytics Program, this resource also provides a great sampling of metrics and processes for deter-
mining the success of your agency’s digital presence at the local, state or federal level. 

HOW TO CREATE A CUSTOMER EXPERIENCE INDEX
This tutorial from Deputy Associate Administrator Martha Doris of GSA offers sample questions for measuring the success of citizen interactions.

USING CUSTOMER FEEDBACK TO IMPROVE HEALTHCARE.GOV
This article and accompanying on-demand webinar explain how the Department of Health and Human Services used qualitative and 
quantitative metrics to ultimately improve HealthCare.gov, and how other agencies can apply lessons learned.

As frontline implementers of your customer 
service solutions, you can’t forget to consider 
the experiences of your own employees. Your 
project may have a positive impact on custom-
er experiences, but it cannot do so at the cost 
of your employee engagement. 

For instance, your new user-facing process 
might take significantly longer to execute and 
extend workdays. If that’s the case, you might 
trade customer experience problems for in-
ternal, morale issues. In a worst-case scenario, 
that diminished morale could affect the effi-
cacy of your customer experience project as 
employees become less likely to support and 
execute your vision.

To avoid this tradeoff between employee and 
citizen engagement, make sure you’re solic-
iting feedback from your own staff, not just 
external users. Let both considerations guide 
your project evolution.

Finally, when your project gets off the ground and starts making a real difference in users’ expe-
rience, make sure you record and advertise your successes. While this may seem obvious — you 
want to give credit where credit is due, right? — it’s also a critical step to project implementation. 
Celebrating the impact of your customer service project is crucial to: 

 w MAINTAINING MORALE: Customer service is often an unpaid part of a public servant’s 
job. To keep your employees engaged and dedicated to good user experiences, show 
them the real impact they’re making on the lives of citizens.

 w ENGENDERING SUPPORT. Leaders’ support is necessary to secure the time and resourc-
es to create great customer services. Help build and maintain buy-in by showcasing how 
customer service wins are leading to better mission fulfillment for your agency.

 w LEARNING WHAT WORKS. Highlighting how you’re meeting and exceeding citizen 
expectations not only celebrates your work, it also educates others about how customer 
service is achieved.

Don’t Forget 
Your Employees Celebrate Success

“ 
”

Rather than doing surveys all the time, every couple of weeks we just have 
a conversation and ask, ‘How are we doing?’ And we ask if they would 
choose our service over a private-sector service. Then, since they can’t 
really go to the private sector, we ask them, ‘How can we make it better?’

- WILLIAM CHUMLEY
CHIEF CUSTOMER OFFICER, COLORADO OFFICE OF INFORMATION TECHNOLOGY

http://www.digitalgov.gov/services/dap/dap-digital-metrics-guidance-and-best-practices/
http://www.digitalgov.gov/2013/07/18/how-to-create-a-customer-experience-index/
http://www.digitalgov.gov/2015/09/17/using-customer-feedback-to-improve-healthcare-gov/


CONCLUSION
This Customer Service Playbook had one aim: to equip you to establish a customer-centric ap-
proach to citizen interactions. We have shared several tools that you may adopt to create and 
assess your customer-facing activities. Building in best practices from our experts and research, 
we have shared steps that will hopefully help you think more thoroughly about your plan to wow 
customers, the places where they encounter your organization, and the people who are responsi-
ble for delivering excellent services and information.

Customer service in government has a long way to go, but inspiring strides are already being made 
everywhere you look. From excellent 311 centers in Philadelphia and Charlotte to the hiring of 
CCOs across the federal government from improved social media interactions with citizens to the 
creation of better digital services and platforms, there’s so much going on. And we can’t wait to see 
what you do next.  



Customer Service Worksheets 

1

3
2

Customer Personas
You can’t serve your customers if you don’t know who they are and what they want. Get to know 
your customer, by asking them about their goals, interests, and expectations. Create a consoli-
dated persona of your user with this worksheet.

Customer Journey Mapping
Most government customer services leverage multiple staff, technologies, and customer actions. 
Before you can decide how to fix your user experience, learn what the current process looks like 
and where there is room to improve. Use this worksheet to map the current customer journey.

Customer Metrics
You want to change behaviors, elicit emotions and save resources with your customer service. 
Use this worksheet to determine which metrics you should use to gauge the success of your 
initiative in the short and long term. 
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BACKGROUND

• Project Manager at Dept. of Army
• BA from West Point, Master’s from 

Cornell University
• Married for two years with newborn 

SELF-SERVER SAM

CHALLENGES

Business:
• Wants more flexibility within his 

department
Personal:
• Struggles with perception of being 

the “inexperienced millennial” at work
When dealing with your agency:
• Doesn’t appreciate having to wait on 

others to get things done

DEMOGRAPHICS

• Male
• 30
• Annual Income: $75,000
• Lives in two-bedroom apartment in 

an urban area of California

LIKES/DISLIKES

Business:
• Loves the idea of innovation, wishes 

his workplace could keep up
• Dislikes red tape and not having 

liberty to try new things
Personal:
• Would like to start new program eval-

uation initiative but feels his superiors 
won’t take him seriously

• Dislikes being told no
• Dislikes feeling of wasting time

GOALS

• Become Senior Project Manager 
within 2-4 years

• Achieve salary of $97,000 to 
purchase family home

• Eventually work at Federal Reserve 
System on Board of Governors in D.C.

HOBBIES AND INTERESTS

• Networking and attending local 
DoD events

• Research on intelligence
• P90x with the wife
• Long walks on the beach
• Loves to travel

EXPECTATIONS

• Expects comprehensive website that 
allows him to browse and figure it out 
for himself

• Needs utmost efficiency - doesn’t 
want to have to wait in line or on the 
phone

• Wants a one-stop-shop place where 
all his problems can be addressed 

Customer Persona Worksheet - Example
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BACKGROUND

Company Information:

Title: 
 

Education: 
 

Family Status:

CHALLENGES

Business: 
 

Personal: 
 

When dealing with your agency: 
 

NAME

 
 

DEMOGRAPHICS

Gender: 
 

Age: 
 

Socioeconomic status: 
 

Location: urban, rural, suburban:

(IMAGE) LIKES/DISLIKES

Business: 
 
 

Personal: 
 

GOALS

Short-term

Long-term

HOBBIES AND INTERESTS

Career-oriented:

Personal:

EXPECTATIONS

When dealing with customer 
service representatives:

Customer Persona Worksheet - Blank
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QUESTIONS TO ASK

TOUCH
POINTS

TEAM
TASKS

QUESTIONS
OR BARRIERS

CUSTOMER
ACTIONS

MOTIVATIONS
& NEEDS

GAPS

What are the key steps in your 
service process?

What are your staff and volunteers 
doing at each step? Who does the 
client come into contact with?

What are customers doing at each 
step? What decisions and actions are 
they responsible for?

What uncertainties do clients face? 
Is there language or jargon clients 
do not understand? What gets in 
their way?

What will keep people moving 
through the process? What 
information, benefits, motions, 
values, etc., will help them 
move forward?

Whatʼs missing right now from the 
process for the client? For the team?

THOUGHTS

Users use a web form or social media 
to submit a request

After completion, agency sends an 
email or phone call to follow up with 
web request

There are steps of email, social media, 
and phone. The client comes into 
contact with 3-4 different employees.

They are responsible for choosing the 
method for which they want to submit 
their request.

They must enter necessary 
information and then wait for follow 
up from agency.

It isn’t stated clearly to the customer 
when and who will respond after they 
submit a request through the web 
portal.

Clear follow ups that state next steps 
will help them better understand.

Plain language is missing both 
externally and internally.

The team doesn’t have clear 
expectations for when or how to follow 
up for each request

PLACES FOR IMPROVEMENT

Web form instructions are unclear

Email messages are vague

Follow up is not always timely

Phone interactions can be improve

Time spent can be decreased.

We could encourage users to take one 
method over another, one that is easier 
for them to use, like the web form.

Create an automatic email reply with 
plain language that clearly explains 
next steps and expectations.

Hearing a human, friendly voice with 
clear steps will help them continue.

Revamp language on customer-
facing sites and internal docs with eye 
towards plain language and clearer 
instructions.

Customer Journey Mapping Worksheet - Example
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QUESTIONS TO ASK

TOUCH
POINTS

TEAM
TASKS

QUESTIONS
OR BARRIERS

CUSTOMER
ACTIONS

MOTIVATIONS
& NEEDS

GAPS

What are the key steps in your 
service process?

What are your staff and volunteers 
doing at each step? Who does the 
client come into contact with?

What are customers doing at each 
step? What decisions and actions are 
they responsible for?

What uncertainties do clients face? 
Is there language or jargon clients 
do not understand? What gets in 
their way?

What will keep people moving 
through the process? What 
information, benefits, motions, 
values, etc., will help them 
move forward?

Whatʼs missing right now from the 
process for the client? For the team?

THOUGHTS PLACES FOR IMPROVEMENT

Customer Journey Mapping Worksheet - Blank
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CUSTOMER
SERVICE GOAL

INSTRUCTIONS

BEHAVIORAL 
METRIC

EMOTIONAL 
METRIC

BEHAVIORAL
 METRIC

EMOTIONAL 
METRIC

UNSEEN
METRIC

UNSEEN
METRIC

Explain what feeling or 
behavior you want to 
elicit with your customer 
service.

Users will successfully 
complete basic applications 
online.

Users will successfully 
complete basic applications 
online.

Users will enjoy engaging 
with our online services.

Users will enjoy engaging 
with our online services.

Users will require less 
personal support to 
complete online forms.

Users will require less 
personal support to 
complete online forms.

ORGANIZATIONAL
GOAL

Explain how this service 
goal aligns to organiza-
tional priorities.

More citizen information, 
necessary for agency tasks, 
will be digitally accessible.

More citizen information, 
necessary for agency tasks, 
will be digitally accessible.

Citizens will be more 
likely to access our online 
information in times of 
emergency.

Citizens will be more 
likely to access our online 
information in times of 
emergency.

IT staff will be freed to 
support other mission-
critical tasks.

IT staff will be freed to 
support other mission-
critical tasks.

SHORT-TERM
INDICATORS

LONG-TERM
INDICATORS

Describe which metrics 
will indicate success with-
in the first three months 
of service deployment.

Describe which metrics will 
indicate success within the 
first year of service deploy-
ment, taking into account 
incremental improvements 
to service design.

15% increase in accurate, 
completed applications

40% increase in accurate, 
completed applications

10% increase in total 
applications submitted

20% increase in total 
applications submitted

Average rating of 3 on 
5-point, post-service survey

Average rating of 4 on 
5-point, post-service survey

5% increase in website 
traffic from repeat users

10% increase in website 
traffic from repeat users

10% decrease in help-desk 
call volumes

Fewer than 200 website 
errors per month

25% drop in help-desk call 
volumes

Fewer than 50 website 
errors per month

 Metrics Worksheet – Example
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CUSTOMER
SERVICE GOAL

INSTRUCTIONS

BEHAVIORAL 
METRIC

EMOTIONAL 
METRIC

BEHAVIORAL
 METRIC

EMOTIONAL 
METRIC

UNSEEN
METRIC

UNSEEN
METRIC

Explain what feeling or 
behavior you want to 
elicit with your customer 
service.

ORGANIZATIONAL
GOAL

Explain how this service 
goal aligns to organiza-
tional priorities.

SHORT-TERM
INDICATORS

LONG-TERM
INDICATORS

Describe which metrics 
will indicate success with-
in the first three months 
of service deployment.

Describe which metrics will 
indicate success within the 
first year of service deploy-
ment, taking into account 
incremental improvements 
to service design.

 Metrics Worksheet – Blank
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Notes
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Notes
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About GovLoop
GovLoop’s mission is to “connect government to improve government.” 
We aim to inspire public-sector professionals by serving as the knowl-
edge network for government. GovLoop connects more than 200,000 
members, fostering cross-government collaboration, solving common 
problems and advancing government careers. GovLoop is headquartered 
in Washington, D.C., with a team of dedicated professionals who share a 
commitment to connect and improve government. 
 
For more information about this report, please reach out to  
info@govloop.com. 
 
GovLoop 
1152 15th St NW, Suite 800 
Washington, DC 20005  
 
Phone: (202) 407-7421 | Fax: (202) 407-7501 
 
www.govloop.com  
@GovLoop
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