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CITY OF BENSON 
CITY COUNCIL 

JUNE 1, 2022 – 8:00 A.M.  
WORKSESSION              

 
A WORKSESSION OF THE MAYOR AND CITY COUNCIL OF BENSON, ARIZONA  

WILL BE HELD ON JUNE 1, 2022 AT 8:00 A.M.  
AT THE BENSON COMMUNITY CENTER, 

705 W. UNION STREET, BENSON, ARIZONA      
             
BECAUSE OF THE CURRENT COVID – 19 PUBLIC HEALTH EMERGENCY, THE BENSON 
COUNCIL CHAMBERS WILL HAVE LIMITED OCCUPANCY FOR COUNCIL MEETINGS.  
HOWEVER, THE LIVE MEETING MAY BE WATCHED VIA FACEBOOK ONLINE AT 
HTTPS://WWW.FACEBOOK.COM/BENSONAZ  (NO FACEBOOK ACCOUNT IS NEEDED). 
 
FOR HELP WITH TECHNICAL DIFFICULTIES, PLEASE CALL 520-720-6331. 
 
 
                                                                               _________________________________ 
                                                                                      Vicki L. Vivian, CMC, City Clerk 
 

A G E N D A 
 
The Council may discuss, direct, consider and take possible action as indicated below pertaining to the following: 
 
CALL TO ORDER:  The Call to Order will consist of the Mayor calling the Council to order.  The Mayor or his 
designee shall then lead those present in the Pledge of Allegiance. 
 
ROLL CALL:  The City Clerk shall call the roll of the members, and the names of those present shall be entered in 
the minutes. 
 
NEW BUSINESS: 

 
1. Presentation by and discussion with consultants from BridgeGroup, LLC, and City Staff in the nature of 

strategic planning, including identifying and communicating the Mayor and Council’s expectations of the City 
Manager and of City operations, of identifying how Councilmembers and City Staff can work together to meet 
the Mayor and Council’s expectations and to develop a consistent and effective leadership style in its 
interactions with the City Manager – Vicki Vivian, CMC, City Manager  *  
 

ADJOURNMENT 
  
POSTED this 27th day of May, 2022 
 
Material related to the City Council meeting is available for public review the day before and the day of the meeting, 
during office hours, at the City Clerk’s Office located at 120 W. 6th Street, Benson, Arizona, 520-586-2245 x 2011. 
 
All facilities are handicapped-accessible.  If you have a special accessibility need, please contact Vicki L. Vivian, 
City Clerk, at (520) 586-2245 or TDD: (520) 586-3624, no later than eight (8) hours before the scheduled meeting 
time.   
 
Any invocation that may be offered before the start of regular Council business shall be the voluntary offering of a 
private citizen, for the benefit of the Council and the citizens present.  The views or beliefs expressed by the invocation 
speaker have not been previously reviewed or approved by the Council, and the Council does not endorse the religious 
beliefs or views of this, or any other speaker. 
 
Executive Sessions - Upon a vote of the majority of the City Council, the council may enter into Executive Sessions 
pursuant to Arizona Revised Statues §38-431.03 (A)(3) to obtain legal advice on matters listed on the Agenda. 
 

* Denotes an Exhibit in addition to the Council Communication 
 
 
 

https://www.facebook.com/BENSONAZ


                                                                                                                                                                                
             

      
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Discussion:  
 
At the Council worksession held on March 21, 2022, the Council discussed the Baldrige Criteria for 
Performance Excellence which empowers an organization to reach its goals, improve results, and become 
more effective by aligning its plans, processes, decisions, people, actions, and results.   
Using the criteria to establish expectations throughout the organization provides the clarity needed for 
teamwork.  The shared expectations will provide general guidelines for how the organization will be managed, 
the expected conduct of the Council, the manner in which services will be provided, and opportunities for 
engagement with citizens. 
 
The Council was given a survey with questions that work together as a unique, integrated performance 
management framework.  These results will help align resources; identify strengths and opportunities for 
improvement; improve communication, productivity, and effectiveness; and achieve strategic goals. 
 
Mr. Letcher and Mr. Stipp from BridgeGroup, LLC can now serve as the facilitator in using the survey results 
and assisting the Council in creating what is referred to as the GRS; the Governance Relations System, which 
will outline the expectations Council has for the organization, management, and the Council. 
 

Staff Recommendation: 
 
Participation in the Worksession to create a GRS  
 
 
 
 
 

To: Mayor and Council                                         Agenda Item # 1 
                                               
From: Vicki Vivian, CMC, City Manager/City Clerk         
 
 

 

Subject: 
 
Presentation by and discussion with consultants from BridgeGroup, LLC, and City Staff in the nature of 
strategic planning, including identifying and communicating the Mayor and Council’s expectations of the City 
Manager and of City operations, of identifying how Councilmembers and City Staff can work together to meet 
the Mayor and Council’s expectations and to develop a consistent and effective leadership style in its 
interactions with the City Manager 

City of  Benson 
      City Council Communication  
 
Worksession                                        June 1, 2022 



 
  

1 | P a g e  

 City Council 
Workshop  

      
 
      

 

2022 

BridgeGroup LLC. 



 
  

2 | P a g e  

TABLE OF CONTENTS  

Content Page 
Why this City Council Workshop is Important                             3-4 
Overview of the Workshop Agenda and Workbook                                                
 
Workshop Agenda 

4-5 
 
 

5 
Discovering your Why  
 

6-7 

Discovering your Vision  8 
 
Why Teamwork is Essential  
     

 
9-11 

What Influences Municipal Teamwork 12-13 
  
Shared Expectations 13-22 
  
  

 

 
                    
 



 
  

3 | P a g e  

 
Why this City Council Workshop is Important 
 

Are we as smart as geese?  Well of course we are! But geese have figured out one 
thing that we struggle with; that by sharing leadership and working together they 
are much stronger and can fly further, with more efficiency. Cyclists use this same 
principle in their pelotons to go further and faster. The tools that we plan to share 
with you in the workshop are designed to improve the effectiveness of the City 
Council and City Manager. Like the geese, the elected board and the appointed 
manager are interdependent on each other’s success. The key is to have systems 
and tools to “get everyone working off the same sheet of music”. When you work 
together with the same purpose, having shared expectations and mutual goals, 
you will create a synergism that will allow your community to accomplish great 
things by sharing leadership together. 

In his landmark management book, The Dance of Change, author Peter Senge 
references the importance of “structure” to deliberately manage the future. 
Unfortunately, managing the future often comes head-to-head with the pressure 
of the immediate day-to-day operational needs of the organization. Senge calls 
this dilemma, the Paradox of the Routine: 
 
 
 
 
 
 
 
The need to get critical day-to-day issues handled is important to every 
organization. This drive to be responsive or “get things done” can at times, 
overshadow the need to plan and act strategically for the future of the 
organization and to explore ways to improve its governance. 
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How does an organization strike the right balance?  The key is to take the time to 
strategically focus on the key priorities for the organization over the next year, 
and to explore opportunities and tools for the Mayor and Council to improve their 
governance effectiveness.  
 
What is the City Council’s Role? 
Local governmental organizations often focus on their work priorities. However, it 
is rare to pay attention to the governing board’s systems for supporting and 
managing the future horizon of the organization and the community. The 
workshop will have three (3) principle focuses:  

1. Finding your “Why” as a Councilmember and as a City.  

2. Identifying the collective City Council vision for the future of Benson. 

3. Developing shared expectations for the City Council, City Manager 
and the Organization in meeting that vision. 

 Overview of the Workshop Agenda and Workbook 

The development of this City Council Workshop Agenda was done collaboratively 
with the City Council, City Manager, and BridgeGroup. A confidential online 
survey was sent to the Councilmembers to gather their input on three general 
categories of questions: 

 Finding your “Why” to being a City Councilmember and as a City. 

 Identifying the Council’s vision of “effective” and building the 
Council’s relationship with the City Manager.  

 What are your views of the vision for the City and what priorities 
need to be the focus for the immediate future? 
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This workbook is designed as a guide for the workshop and the material that will 
be discussed. We encourage you to read and reflect on the items that will be 
covered in the workshop. This workbook will provide information for you to be 
fully informed and ready to engage in the workshop. 

Workshop Agenda 
 
Agenda Items  Time 
Workshop Opening Remarks – Mayor and City Manager 

 
8:00 - 8:10 am 

Overview of the Agenda and Outcomes for the workshop 
Mike Letcher 

8:10 - 8:20am 

Discovering Your Personal and Organizational “Why”.   
Identifying the City Council’s Vision for the City of Benson. 
Bill Stipp and City Councilmembers 

8:20 - 10:15 am 

BREAK  10:15-10:30am 
Identify what factors influence effective Council-Manager 
relationships. Discuss the mutual expectations of and 
between the City Manager, the City Council and the City 
Organization. Mike Letcher and City Councilmembers 

1:15 pm-3:00 pm 

Lunch  11:00 am-1:15 pm 
Closing Remarks- Mayor and City Manager 3:00 pm  
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Discovering Your Why 
 

What is a Why and is it necessary? Simon Sinek’s book, Start with Why, 
introduces the concept that passion should be the driver of the actions you take 
and not how you do things. He uses an example of Dell Corporation compared to 
Apple Corporation. Both make a quality computer for home use, but Apple has a 
following of loyal customers that Dell does not. Sinek suggests that Apple puts 
first its passion (why) for sleek, intuitive designs that appeal to its customers while 
Dell puts first the computer itself (what).  
 

The key to success for the City of Benson is first determining your personal Why 
or the purpose that drove you to seek a seat on the City Council and then 
determining your organization’s Why for your residents. For the Council to work 
effectively together you need to have a clear understanding of not only each 
individual council members purpose, but how these collective purposes can be 
used to help you develop expectations for how and what you will do for the 
residents of your city. Simon Sinek uses this chart to describe the process:  
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In the survey that we had each of you complete, we asked these questions to 
assist you in discovering your Why:  

• Question 1- What inspired you to run for City Council? 

• Question 2- What kind of community do you envision for Benson? 

• Question 3- Define what your vision means for you. 

• Question 4- Why do people choose to live in the City of Benson? 

During the workshop, we will briefly discuss these and then focus on discovering 
the Why of the City Organization.  

• Question 5- In your view, what defines success for the City in delivering 
services/projects to citizens? 

• Question 6- What are your top three (3) specific project/policy priorities 
the City needs to be working on over the next year or two? 

• Question 7- What is currently working well that promotes or supports your 
priorities? 

• Question 8- What is currently not working well that restrains or impedes 
the implementation of your priorities? 

The survey results on these questions will be shared at the Workshop. 
 

 
“If every member of a team doesn’t grow together, they will grow 
apart” – Simon Sinek 
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Discovering Your Vision 
 

What do we want to achieve for the residents of the City of Benson? What is our 
vision? The process of “Visioning” often takes tens of hours and usually includes 
multiple community outreach meetings. We won’t achieve a well-articulated 
vision statement in a few short hours. However, councilmembers usually have 
something in mind when speaking about the city that they represent. Knowing 
Why you and your city are “in business” and How you want to see those desires 
implemented is the gateway to focusing efforts toward your vision.  
 

If you were asked to “figuratively illustrate” your vision, what would you draw? 
Focus on your vision for the future of the community and not on how you will 
make it happen. Would it include any of the following?  
 Private and Public/Private Partnerships for development and 

redevelopment of the community 
 Economic growth opportunities 
 Strong fiscal framework 
 Engaging citizens 
 City employees and/or organizational processes 
 Improving or building new public infrastructure 
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Why is Teamwork Essential? 
 
Teamwork is essential for the success of an organization. We may remember 
times when we were part of something greater than us. The willingness to give 
our best and to make sure we did not let others down. We knew that together we 
were totally committed to meet any challenges that might come up. We felt good 
that it was a collective effort, everyone looking out for one another, everyone 
giving their best. The good news is that by taking part in this discussion on what is 
working well, what needs to be improved and ideas you have for improving the 
Council’s effectiveness, you start to lay the foundations for working toward 
improved teamwork. 
 

Being committed to teamwork is a choice each of us can make. It cannot be 
gleaned from a quick fix lecture or organizational development books. It is simply 
a choice that we make to accept things as they have always been and continue to 
be, or to take deliberate steps to change our work environment. It may be hard to 
believe, but you have the power to build a work environment that is committed 
to teamwork. How do you make this happen? The answer is simple, sharing and 
understanding expectations. 
 
 
 Council Effectiveness Survey Results 
 

The survey provided an opportunity for Councilmembers to provide their insights 
and opinions on what makes them effective, ineffective and ideas for improving 
their effectiveness as a City Council. Why is this important? The Council sets the 
tone for the entire city. Whatever issues, collectively or in some cases individually, 
you are focused on sets the course and priorities for the City Manager, the 
organization as a whole.   
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Are you looking ahead to position Benson for future opportunities or focused on 
the most recent citizen complaint you received? Both are important. 
Unfortunately, the scale often tips to the favor of handling the day to day to day 
with very little or no thought to the future.  
 
The following are the questions from the survey regarding the Council’s 
effectiveness. The survey results on these questions will be shared at the 
Workshop. 
 

• Question 11- What do you mostly rely on in making decisions? 
  Rational-Rely on hearing the facts 
  Emotional-Go with my feelings (Gut) 
 

• Question 13- How do you feel during meetings on critical issues? 
  Engaged- I have all the facts and my input counts if there are  
  questions about the issue. 
  Disengaged- I do not have all the facts and consider us being  
  asked to rubber stamp 
 

• Question 14- How do you feel during meetings on issues when you express 
your opinion? 
  My Opinion Counts- Councilmembers listen to my viewpoints  
  and discuss the merits  
  My Opinion does not Count- Councilmembers listen to my  
  viewpoints, but do not discuss the merits or any issues they  
  may have 
 

• Question 15- What would help you support proposed projects/policies the 
City Council is considering? Please check all that apply. 

o Being more involved early on with the policy or project development. 
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o Work Sessions focused on identifying issues or concerns with the 
project or policy that could be addressed by staff. 

o More Community input  
o Better information in the staff report on the project/policy. 
o Understanding how similar projects/policies have benefited other 

communities. 
o Understanding how the project/policy is consistent with our Strategic 

Plan. 
o Having my specific concerns/questions on the project/policy 

addressed. 
 

• Question 16- The City Council is clear about its direction and priorities to 
the staff. 

 

• Question 17- The City Council is aligned around common objective. 
 

• Question 18- The City Council ends discussions with clear and specific 
resolutions for the public. 
 

• Question 19- The Mayor and City Councilmembers support group decisions 
even if they initially disagreed. 
 

• Question 20- The City Council values collective success more than 
individual achievement. 
 

• Question 21- What are three (3) to five (5) strengths of the City Council that 
make you an effective Governing Body? 
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What Influences Municipal Teamwork?  
 

We learn very early in life to be independent, but our life and our organizations 
often require us to think interdependently. In other words, for employees to be 
able to provide great services to citizens they need the support of the City Council 
and the City Manager. In electing a Mayor and City Council, citizens take into 
consideration the jobs they expect to be done (services) in their vote. The City 
Manager needs support from the Mayor and Council, which can then be 
translated into the support the staff needs to provide those services. When the 
relationships are strong and these connections are occurring, you have a great 
community.  
A common similarity in all high-performing organizations is that their strategic 
planning effort supports better governance. The City Council establishes the 
benchmark for the operational and strategic direction of the city. Why is this so 
important? The City’s organization operates at the level that the City Council 
focuses their attention and energy. Most municipalities operate at Levels 1-3. At 
Level 3, the focus remains mostly on the day-to-day operational issues, routine 
governance, and constituent responsiveness. The objective is to move into the 
more strategic Levels of 4-6.   

Strategic Governance 
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©bridgegroupllc 

 
Shared Expectations  
 

The roles of a governing board and its chief executive are often clouded and 
difficult to define. It is this lack of clarity within the roles of City Management and 
City Council that can result in a disconnect that impacts teamwork and the ability 
to deliver results for the community. Ideally, the role of the elected public board 
is to develop public policy while the implementation of that policy and the 
responsibility for the day to day organizational operations belong to the chief 
executive or city manager. So, why does this create friction between the roles? 
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The answer is often simple; we’ve neglected to establish expectations that the 
council has for their manager. How can any employee function effectively if they 
don’t know what their supervisor expects of them? Conversely, the supervisor 
should know what the employee expects of them in order to perform their job. It 
is this shared set of expectations that provides the clarity needed for teamwork. 
In order for government to be highly effective, we suggest two additional aspects 
that need clear expectations: how should the organization function and what 
should the public experience (customer service).   
 
 
 

 
 
 
In total, shared expectations will provide general guidelines for how the 
organization will be managed, the expected conduct of the Council, the manner in 
which services will be provided and opportunities for engagement with citizens. 
The key here is the partnership/collaboration between the Elected Council and 
the City Manager in setting clear expectations on how the organization will 
operate.  This concept can be viewed as a series of interconnected gears that 
drive the organization, its management and its leadership priorities. 
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The shared expectations are designed to improve the relationship and 
effectiveness between the City Council and 
the City Manager while setting benchmarks 
for annually evaluating the efforts of the 
Council and the City Manager. These shared 
expectations can always be adjusted over 
time as Benson grows and matures.  
 
 
 
 

 
 
 
 

“Governing boards have been 
known in one form or another for 
centuries.  Yet throughout those 
many years there has been a 
baffling failure to develop a 
coherent or universally applicable 
understanding of just what a 
board is for.” 
  
Carver’s Policy Governance 
Model in Nonprofit Organizations 
      By John Carver and Miriam 
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Having shared expectations will also define the results (ends/outcomes) that the 
City Council wants to achieve and the same time they leave actions (how/means) 
or the implementation of the work to City Manager and staff. Using the John 
Carver Governance Model, effective Boards focus on the results (goals) they want 
to achieve, i.e., improving the city’s financial transparency, citizen engagement, 
constituent response time etc. and they leave the implementation of those goals 
and the day-to-day management to the executive.  
 
We surveyed the Council on the categories of the Expectations including the 
Following: 
 The Expectations of the Organization 
 The Performance Expectations of the City Manager 
 The Expectations of the Council 
 The Expectations of Customer Service/Civic Engagement 

 The results of the survey will be reviewed during the Workshop. 
 

Below, we’ve suggested a list of expectations for the City Council to consider that 
might clearly identify the outcomes/results they want staff to achieve and for 
them to follow so the City Manager can implement plans to achieve them. 
Following the Council’s input on these Expectations the goal is to have them 
adopted by the Council to serve as a future guide for Benson’s governance.  
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The Expectations of the Organization 
Expectation Description 
Strive to be an “open book” 
organization for its employees. 

“Open Book” means that all critical, not 
confidential, operational and financial 
information concerning the City will be 
shared and available to employees. 

 Executive Management Team is 
committed to the developing and 
empowering employees. 

Employee development and 
involvement is a high priority for the 
Executive Leadership Team. 

Continuously improve technology for 
internal and external services. 

Continuous technology improvements 
are essential for the City to meet 
expectations of its customers. 

Support the Governance Relations 
System Model. 

Commitment for the City Council and 
City Manager to work collaboratively on 
continuously improving their 
Governance Relations.  

Continuously improve internal 
processes and procedures. 

Continuous internal process 
improvement is essential for efficiency 
and effectiveness of the City. 

Be good stewards of the public’s 
money and trust. 

Ensure processes, procedures and 
practices are in place to meet this 
commitment 

Focus on developing a learning 
organization.          

Commitment to provide training for 
employees to ensure that the City 
continues to have talented and well-
trained employees providing leadership 
and operational response readiness. 
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Innovation Employees are empowered to consider 
unique options along with industry 
inspired alternatives to solving 
problems and enhancing service 
delivery. 

Transparency Citizens will have access to key financial 
and operational information.   

 
 

The Performance Expectations of the City Manager 
 

Expectation Description 
Assist the City Council with their 
policy-making role. 

Ensure that information is detailed, 
reliable and explained in a thorough 
manner. Include alternatives and 
recommendations.  

Any written information provided to 
one City Council Member will be 
provided to all members. 

Information of Citywide concern that is 
shared with one City Council Member 
must be sent to all members. 

Plan ahead, anticipate needs and 
recognize potential problems. Ensuring 
attention to detail to avoid error or 
things “slipping through the cracks”.  

Seek input to ensure future plans are 
achievable and proactively 
communicate possible shortcomings to 
collaborate with the Board when 
necessary.  

Implement City Council’s policy 
regarding expenditures through the 
use of standard financial management 
procedures. 

Ensures that key information is shared 
with the Council and that the Council’s 
intent is followed.  
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Budget recommendations will provide 
rationale and alternatives for Council 
consideration.  

Ensures that the City Council 
understands the basis for budget 
requests and how decisions were made 
in the final recommendations.  

Respect the decisions of the City 
Council.   

Implement Council’s policies by 
accurately interpreting direction given 
by the Council, carrying out their 
directives as a whole and supporting 
the actions of the Council after a 
decision has been made.   

Practice “collaborative leadership”. Strive to ensure that your leadership is 
inclusive and not exclusive. Involve 
citizens, employees and other 
stakeholders and partners where 
appropriate. 

Foster teamwork and high performing 
organizational characteristics. 

Guide people as a team toward 
common objectives; select qualified 
and highly competent members of the 
Leadership Team to implement through 
the organization. 

Recognize citizens are our customers The Council expects that the public will 
be treated equitably, with dignity and 
respect. Assist the Council by resolving 
problems at administrative levels and 
not through City Council action. Value 
community perceptions and understand 
that customer satisfaction is important.  
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Agenda material Staff will provide concise, accurate and 
meaningful agenda material for the 
Council’s review to include the timely 
delivery of written/electronic materials. 

Communicate effectively Provide information to the public in a 
timely fashion on matters, which will 
cause public reaction. Be candid and 
forthright in discussing City business 
matters with the Council through 
various methods that include one on 
one meetings with Council members. 
Be assessable to Council members. 

Proactive management style Show initiative and creativity in dealing 
with issues, problems and unusual 
situations while remaining open to new 
ideas and suggestions for change. Be 
adaptive to the changing expectations 
of local government and the impacts of 
state and national conditions.  

Effective leadership Be enthusiastic. Command respect and 
performance from the Leadership Team 
while providing the tools necessary for 
effective service delivery. Support a 
positive work culture at all times. 

No operational surprises Staff will keep the City Council informed 
on all critical operational issues. 
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Expectations Among the Governing Board 
 

Expectation Description 
Value members’ opinions. You can disagree with each other but 

provide the space for each member of 
the City Council to express their 
opinion. 

Do your homework. Before the meeting, read information 
sent by staff to be informed and 
prepared for discussion. If a meeting is 
missed, become informed of the 
decisions made or the information 
shared. 

No surprises at meeting for staff. If possible, contact staff prior to the 
meeting when you have a critical 
question that requires research. 

Disagree with the vote, but do not 
undermine the will of the Council.  

You can disagree with a vote and 
express your viewpoint on why you did 
not support an item but understand 
that the Council has voted for the item 
and you are responsible, as a Council 
Member, for its successful 
implementation. 

Practice civility. As the elected representatives we will 
strive to be a model for our community 
and the region on how an elected body 
should work together for the public 
good. 
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No public criticism of staff at meetings. No Council Member will criticize City 
staff at a public meeting. They can 
discuss their concerns with the City 
Manager privately. 

No operational interference. City Council Members will not direct the 
work of staff. If they have issues or 
questions related to operations, they 
will be directed to the City Manager or 
Designee.  

Focus on outcomes, not positions. Before taking a position review the 
outcomes, potential benefits/results 
and relationship to the Strategic Plan of 
a policy or issue first. 

Respect role of staff Recognize and respect the role of staff 
to serve the community and its citizens. 

 
Expectations for Customer Service/Civic Engagement 

Expectation Description 
Timely responses Staff will strive to provide timely responses 

to citizens that are easily understood. 
Civic engagement Opportunities to increase citizen 

engagement with the City on a social and 
formal basis will be a priority. 

Educate citizens on services Staff will continuously develop strategies 
and systems to educate citizens on the 
services and processes of local government.  

Accurate information Staff will ensure information provided to 
citizens is clearly accurately written.  
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Governance Relations Sysytem 

 

The roles of a governing board and its chief executive are often clouded and difficult to define. 

It is this lack of clarity within the roles of City Management and City Council that can result in a 

disconnect that impacts teamwork and the ability to deliver results for the community. Ideally, 

the role of the elected public board is to develop public policy while the implementation of that 

policy and the responsibility for the day to day organizational operations belong to the chief 

executive or city manager. So, why does this create friction between the roles? 

 

The answer is often simple; we’ve neglected to establish expectations that the council has for 

their manager. How can any employee function effectively if they don’t know what their 

supervisor expects of them? Conversely, the 

supervisor should know what the employee expects 

of them in order to perform their job. It is this 

shared set of expectations that provides the clarity 

needed for teamwork. In order for government to be 

highly effective, we suggest two additional aspects 

that need clear expectations: how should the 

organization function and what should the public 

experience (customer service).   

 

In total, shared expectations will provide general 

guidelines for how the organization will be managed, 

the expected conduct of the council, the manner in 

which services will be provided and opportunities for 

engagement with citizens. The key here is the 

partnership/collaboration between the Elected Council and the City Manager in setting clear 

expectations on how the organization will operate.  This concept can be viewed as a series of 

interconnected gears that drive the organization, its management and its leadership priorities. 

 

“Governing boards have been 

known in one form or another for 

centuries.  Yet throughout those 

many years there has been a 

baffling failure to develop a 

coherent or universally applicable 

understanding of just what a 

board is for.” 

  

Carver’s Policy Governance 

Model in Nonprofit Organizations 

      By John Carver and Miriam 

Carver                            
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The shared expectations are designed to improve the relationship and effectiveness between 

the City Council and the City Manager while setting benchmarks for annually evaluating the 

efforts of the Council and the City Manager. These shared expectations can always be adjusted 

over time as the City grows and matures.  

 

 

 

 

 

 

 

 

 

Having shared expectations will also define the results (ends/outcomes) that the City Council 

wants to achieve and the same time they leave actions (how/means) or the implementation of 

the work to City Manager and staff. Using the John Carver Governance Model, effective Boards 

focus on the results (goals) they want to achieve, i.e., improving the city’s financial 

transparency, citizen engagement, constituent response time etc. and they leave the 

implementation of those goals and the day-to-day management to the executive.  

 

Below, we’ve suggested a list of expectations for the City Council to consider that might clearly 

identify the outcomes/results they want staff to achieve and for them to follow so the City 

Manager can implement plans to achieve them.  
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The Expectations of the Organization 

 

Expectation Description 

Strive to be an “open book” organization for 

its employees. 

“Open Book” means that all critical, not 

confidential, operational and financial 

information concerning the City will be shared 

and available to employees. 

 Executive Management Team is committed 

to the developing and empowering 

employees. 

Employee development and involvement is a 

high priority for the Executive Leadership 

Team. 

Continuously improve technology for internal 

and external services. 

Continuous technology improvements are 

essential for the City to meet expectations of 

its customers. 

Strive to be a regional model for Board 

Governance. 

Commitment for the City Council and City 

Manager to work collaboratively on 

continuously improving their Governance 

Relations.  

Continuously improve internal processes and 

procedures. 

Continuous internal process improvement is 

essential for efficiency and effectiveness of 

the City. 

Be good stewards of the public’s money and 

trust. 

Ensure processes, procedures and practices 

are in place to meet this commitment 

Focus on developing a learning organization.          Commitment to provide training for 

employees to ensure that the City continues 

to have talented and well-trained employees 

providing leadership and operational response 

readiness. 

Innovation Employees are empowered to consider unique 

options along with industry inspired 

alternatives to solving problems and 

enhancing service delivery 

Transparency Citizens will have access to key financial and 

operational information.   
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The Performance Expectations of the City Manager 

 

Expectation Description 

Assist the City Council with their policy-

making role. 

Ensure that information is detailed, reliable 

and explained in a thorough manner. Include 

alternatives and recommendations.  

Any written information provided to one City 

Council Member will be provided to all 

members. 

Information shared with one City Council 

Member must be sent to all members. 

Plan ahead, anticipate needs and recognize 

potential problems. Ensuring attention to 

detail to avoid error or things “slipping 

through the cracks”.  

Seek input to ensure future plans are 

achievable and proactively communicate 

possible shortcomings to collaborate with the 

Board when necessary.  

Implement City Council’s policy regarding 

expenditures through the use of standard 

financial management procedures. 

Ensures that key information is shared with 

the Council and that the Council’s intent is 

followed.  

 

 

Budget recommendations will provide 

rationale and alternatives for Council 

consideration.  

Ensures that the City Council understands the 

basis for budget requests and how decisions 

were made in the final recommendations.  

Respect the decisions of the City Council.   Implement Council’s policies by accurately 

interpreting direction given by the Council, 

carrying out their directives as a whole and 

supporting the actions of the Council after a 

decision has been made.   

Practice “collaborative leadership”. Strive to ensure that your leadership is 

inclusive and not exclusive. Involve citizens, 

employees and other stakeholders and 

partners where appropriate. 

Foster teamwork and high performing 

organizational characteristics. 

Guide people as a team toward common 

objectives; select qualified and highly 

competent members of the Leadership Team 

to implement through the organization. 
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Recognize citizens are our customers The Council expects that the public will be 

treated equitably, with dignity and respect. 

Assist the Council by resolving problems at 

administrative levels and not through City 

Council action. Value community perceptions 

and understand that customer satisfaction is 

important.  

 

 

Agenda material Staff will provide concise, accurate and 

meaningful agenda material for the Council’s 

review to include the timely delivery of 

written/electronic materials. 

Communicate effectively Provide information to the public in a timely 

fashion on matters, which will cause public 

reaction. Be candid and forthright in 

discussing City business matters with the 

Council through various methods that include 

one on one meetings with Council members. 

Be assessable to Council members. 

Proactive Management Style Show initiative and creativity in dealing with 

issues, problems and unusual situations while 

remaining open to new ideas and suggestions 

for change. Be adaptive to the changing 

expectations of local government and the 

impacts of state and national conditions.  

Effective Leadership Be enthusiastic. Command respect and 

performance from the Leadership Team while 

providing the tools necessary for effective 

service delivery. Support a positive work 

culture at all times. 

No Operational Surprises Staff will keep the City Council informed on all 

critical operational issues. 
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Expectations Among the Governing Board 

 

Expectation Description 

Value members’ opinions. You can disagree with each other but provide 

the space for each member of the City Council 

to express their opinion. 

Do your homework. Before the meeting, read information sent by 

staff to be informed and prepared for 

discussion. If a meeting is missed, become 

informed of the decisions made or the 

information shared. 

No surprises at meeting for staff. If possible, contact staff prior to the meeting 

when you have a critical question that 

requires research. 

Disagree with the vote, but do not undermine 

the will of the Council.  

You can disagree with a vote and express your 

viewpoint on why you did not support an item 

but understand that the Council has voted for 

the item and you are responsible, as a Council 

Member, for its successful implementation. 

Practice civility. As the elected representatives we will strive to 

be a model for our community and the region 

on how an elected body should work together 

for the public good. 

 

No public criticism of staff at meetings. No Council Member will criticize City staff at a 

public meeting. They can discuss their 

concerns with the City Manager privately. 

No operational interference. City Council Members will not direct the work 

of staff. If they have issues or questions 

related to operations, they will be directed to 

the City Manager or Designee.  

Focus on outcomes not positions. Before taking a position review the outcomes, 

potential benefits/results and relationship to 

the Strategic Plan of a policy or issue first. 
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Expectations for Customer Service/Civic Engagement 

 

Expectation Description 

Timely responses Staff will strive to provide timely responses to 

citizens that are easily understood. 

Civic engagement Opportunities to increase citizen engagement 

with the City on a social and formal basis will 

be a priority. 

Educate citizens on services Staff will continuously develop strategies and 

systems to educate citizens on the services 

and processes of local government.  

Accurate information Staff will ensure information provided to 

citizens is clearly accurately written. 

 

 



Goodyear









The Expectations of the Organization 

Expectation Description 

Strive to be an “open book” organization for 

its employees. 

“Open Book” means that all critical, not 

confidential, operational and financial 

information concerning the City will be 

available and shared as needed to employees. 

 Executive Management Team is committed 

to the developing, retaining and empowering 

employees. 

Employee development and involvement is a 

high priority for the Executive Leadership 

Team. 

Continuously improve technology for internal 

and external services. 

Continuous technology improvements are 

essential for the City to meet expectations of 

its customers. 

Support the Governance Relations System 

Model. 

Commitment for the City Council and City 

Manager to work collaboratively on 

continuously improving their Governance 

Relations.  

Continuously improve internal processes and 

procedures. 

Continuous internal process improvement is 

essential for efficiency and effectiveness of 

the City. 

Be good stewards of the public’s money and 

trust. 

Ensure processes, procedures and practices 

are in place to meet this commitment 

Focus on developing a learning organization.      Commitment to provide training for 

employees to ensure that the City continues 

to have talented and well-trained employees 

providing leadership and operational response 

readiness. 

Innovation Employees are empowered to consider unique 

options along with industry inspired 

alternatives to solving problems and 

enhancing service delivery. 

Transparency Citizens will have access to key financial and 

operational information. 

Safford



The Performance Expectations of the City Manager 

 

Expectation Description 

Assist the City Council with their policy-

making role. 

Ensure that information is detailed, reliable 

and explained in a thorough manner. Include 

alternatives and recommendations.  

Any written information provided to one City 

Council Member will be provided to all 

members. 

Information shared with one City Council 

Member must be sent to all members. 

Plan ahead, anticipate needs and recognize 

potential problems. Ensuring attention to 

detail to avoid error or things “slipping 

through the cracks”.  

Seek input to ensure future plans are 

achievable and proactively communicate 

possible shortcomings and collaborate with 

the Council when necessary.  

Implement City Council’s policy regarding 

expenditures through the use of standard 

financial management procedures. 

Ensures that key information is shared with 

the Council and that the Council’s intent is 

followed.  

Budget recommendations will provide 

rationale and alternatives for Council 

consideration.  

Ensures that the City Council understands the 

basis for budget requests and how decisions 

were made in the final recommendations.  

Respect the decisions of the City Council.   Implement Council’s policies by accurately 

interpreting direction given by the Council, 

carrying out their directives as a whole and 

supporting the actions of the Council after a 

decision has been made.   

Practice “collaborative leadership”. Strive to ensure that your leadership is 

inclusive and not exclusive. Involve citizens, 

employees and other stakeholders and 

partners where appropriate. 

Foster teamwork and high performing 

organizational characteristics. 

Guide people as a team toward common 

objectives; select qualified and highly 

competent members of the Leadership Team 

to implement through the organization. 

 

 

 

 

Recognize citizens are our customers 

 

 

 

The Council expects that the public will be 

treated equitably, with dignity and respect. 



Assist the Council by resolving problems at 

administrative levels and not through City 

Council action. Value community perceptions 

and understand that customer satisfaction is 

important.  

Agenda material Staff will provide concise, accurate and 

meaningful agenda material, in a consistent 

format, for the Council’s review to include the 

timely delivery of written/electronic materials. 

Communicate effectively Provide information to the public in a timely 

fashion on matters, which will cause public 

reaction. Be candid and forthright in 

discussing City business matters with the 

Council through various methods that include 

one on one meetings with Council members. 

Be assessable to Council members. 

Proactive Management Style Show initiative and creativity in dealing with 

issues, problems and unusual situations while 

remaining open to new ideas and suggestions 

for change. Be adaptive to the changing 

expectations of local government and the 

impacts of state and national conditions.  

Effective Leadership Be visible and enthusiastic. Command respect 

and performance from the Leadership Team 

while providing the tools necessary for 

effective service delivery. Support a positive 

work culture at all times. 

No Operational Surprises Staff will keep the City Council informed on all 

critical operational issues. 

 

  



Expectations Among the Governing Board 

 

Expectation Description 

Value members’ opinions. You can disagree with each other but provide 

the space for each member of the City Council 

to express their opinion. 

Do your homework. Before the meeting, read information sent by 

staff to be informed and prepared for 

discussion. If a meeting is missed, become 

informed of the decisions made or the 

information shared. 

No surprises at meeting for staff. If possible, contact staff prior to the meeting 

when you have a critical question that 

requires research. Non-agenda items should 

be directed to the City Manager. 

Disagree with the vote, but do not undermine 

the will of the Council.  

You can disagree with a vote and express your 

viewpoint on why you did not support an item 

but understand that the Council has voted for 

the item and you are responsible, as a Council 

Member, for its successful implementation. 

Practice civility. As the elected representatives we will strive to 

be a model for our community and the region 

on how an elected body should work together 

for the public good. 

No public criticism of staff at meetings. No Council Member will criticize City staff at a 

public meeting. They can discuss their 

concerns with the City Manager privately. 

 

 

 

No operational interference. 

 

 

City Council Members will not direct the work 

of staff. If they have issues or questions 

related to operations, they will be directed to 

the City Manager or Designee.  

Focus on outcomes, not positions. Before taking a position review the outcomes, 

potential benefits/results and relationship to 

policy or issue first. 

Respect Role of Staff Recognize and respect the role of staff to 



serve the community and its citizens. 

 

 

Expectations for Customer Service/Civic Engagement 

 

Expectation Description 

Timely responses Staff will strive to provide timely responses to 

citizens that are easily understood. 

Civic engagement Opportunities to increase citizen engagement with 

the City on a social and formal basis will be a 

priority. 

Educate citizens on services Staff will continuously develop strategies and 

systems to educate citizens on the services and 

processes of local government.  

Accurate information  Staff will ensure information provided to citizens is 

complete, clear and accurate. 
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