
YOU CAN’T 
ALWAYS HAVE 
IT YOUR WAY

DELIVERING CONSISTENT CONSTITUENT SERVICES



What are the differences between a customer 
and a constituent?

How can we set, meet, and exceed 
constituent expectations?

How can we empower our team members to 
communicate confidently, clearly, and kindly?



/

Constituents Customers



/

Constituents Customers
Can’t choose the 

product à la carte

Must repeat 

purchase 
Voting 

power

Purchasing 

power
Accessible 

discounts 

or perks

Do not expect 

equal service

Our neighbors

Not always 

excited to see us

Expect and 

deserve 

good service

Sometimes expect 

more than we 

provide

Equal level of  

service is the 

foundation

Single user, not 

in a group



Mailbox policy



Defining your 
scope sets 
expectations

Department services

Boards/Commissions

Community conversations



Write down your 
policy

Do what you said 
you would

Be consistent with 
everyone, distribute 

resources evenly

Realize consequences Sometimes say “No” Be in alignment,
Stay in alignment

Sticking to your scope 
establishes trust



Complaint-response 

builds trust

Vicious Cycle of Distrust and Virtuous Cycle of Trust from The Profits of Distrust: Citizen-Consumers, Drinking Water, and 
the Crisis of Confidence in American Government (2022) by Manuel P. Teodoro, Samantha Zuhlke, and David Switzer



What does “fair” mean?

Getting what you wantUnderstanding the “why” 
behind decisions

Being and feeling heard



Exceptions happen.

Why would we make a 
different call?

When can we truly not 
budge?

◦ Truly extraordinary circumstances
◦ Policy need: Senior discounts, bill 
abatements. If  exceptions become the 
policy, you need to make a policy.

Policies protect:
◦ Life and safety
◦ Following the law
◦ Professional licenses and liability



Write down your 
policy

Do what you said 
you would

Be consistent with 
everyone, distribute 

resources evenly

Realize consequences Sometimes say “No” Be in alignment,
Stay in alignment

Sticking to your scope 
preserves trust

STICKING TO 
YOUR SCOPE 

PRESERVES TRUST



Build the Model:
Before the Calls Come In

•Have Established Procedures

•Embed Training in Onboarding

•Create a Constituent Services Playbook

• De-Silo Department Knowledge

• Write Down the Decision Rule

•Train EVERY Department

• De-escalation Training

•One Source of Truth for Policy Updates

• Not "ask around"

•Consistency over Convenience



Support the Team:
Publicly, Not Just Privately

The Trap: If the only time constituents see management 
step in is to overturn a staff level decision, that’s a lesson 
the everyone learns. 

How to Make it Stick:

•When frontline got it right, say so to the constituent 
directly: "I've reviewed this with [employee or 
department] and they applied our policy correctly."

•Loop back with employees on how every escalation 
resolved. Even a simple "I confirmed your answer" builds 
the confidence.

•Make backing your team visible: cc them on the 
resolution email, name them positively to the 
constituent.



Keep in 
Mind...

•Support Staff

•Keep Communication Open

•Recognize Great Service

CONSTITUENT 
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