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WORKSESSION 
OF THE MAYOR AND CITY COUNCIL OF BENSON, ARIZONA 

HELD MARCH 21, 2022 AT 6:00 P.M. 
AT THE BENSON COMMUNITY CENTER 

705 W. UNION STREET, BENSON, ARIZONA         
 

CALL TO ORDER:    
    

Mayor Konrad called the meeting to order at 6:00 p.m. with the Pledge of Allegiance.    
 

ROLL CALL:   
 

Present were:  Mayor Joe A. Konrad, Vice Mayor Larry Dempster, Councilmembers:  Pat Boyle,                                      
Toney D. King Sr., Nick Maldonado, Barbara Nunn, and Cindy Tapia.  Deputy City Clerk Denise Tapia stated a 
quorum was established.   

 
NEW BUSINESS: 
 
1. Discussion and possible action regarding the scope of and conducting an organizational review of the City of 

Benson Government Organization         
 
City Manager Vicki Vivian stated the Baldrige Criteria for Performance Excellence empowers an organization no 
matter the size or industry to reach its goals, improve results, and become more effective by aligning its plans, 
processes, decisions, people, actions, and results. Using the Criteria provides a holistic assessment of where the 
organization is and where it needs to be.  Ms. Vivian stated the criteria also provide tools to examine all parts of the 
existing management system and improve processes and results while keeping the whole organization in mind by 
examining critical aspects of managing and performing as an organization. 
 
Ms. Vivian then stated using these 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.   
 
Ms. Vivian then stated the survey questions work together as a unique, integrated performance management 
framework. The results help to align resources; identify strengths and opportunities for improvement; improve 
communication, productivity, and effectiveness; and achieve strategic goals.   
 
Ms. Vivian then stated the key is the partnership/collaboration between the Elected Council and the City Manager 
in setting clear expectations on how the organization will operate.    
 
Ms. Vivian asked Council to turn to the title page “Help is on the Way, BridgeGroup LLC” on page 11 in their 
packet.  Ms.  Vivian then read, “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 to perform their job.  It is this 
shared set of expectations that provides the clarity needed for teamwork. For the 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 
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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.  The shared expectations are designed to improve the relationship and effectiveness between 
the City Council and the City Manager while setting benchmarks 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 
at the same time, they leave actions how/means or the implementation of the work to the 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.” 
 
Ms. Vivian then stated there are examples provided for the expectations of the organization, management, council, 
and the governing board, adding the first example is from the BridgeGroup, the second example is from Goodyear 
which they adopted in February 2018, and the last one is from Safford, which was recently adopted by resolution.  
 
Ms. Vivian stated the first component she would like to discuss is the governance relations system and the second 
would be an organizational review.  Ms. Vivian then stated she and the Mayor were on a Zoom call with someone 
who had been through the process and worked with the cities to put the GRS (Governance Relations System) in 
place, adding this helps people define their roles.  Ms. Vivian then read a quote from another Councilmember who 
likened being a City Manager to driving a bus with seven councilmembers on it: one wants to go north, one wants 
to go east, one south, one west, one faster, one slower and one doesn’t know where they’re going.  By having shared 
expectations there will be a proper direction; everyone knows what is expected of them which is one component.  
Ms. Vivian stated by evaluating the organization and seeing if it has been operating the most efficient way and if 
the tools are in place to accomplish this would be the second component.  Ms. Vivian stated the recommendation is 
to focus on the GRS first and get it done and in place, so everyone knows the expectations before working on an 
organizational review.  Ms. Vivian then stated she contacted the City Manager in Goodyear who informed Ms. 
Vivian this was adopted before her appointment and was attached to her contract when it was presented to her; she 
thought it was an amazing idea to establish the rules early and in writing.  Ms. Vivian stated she was informed it 
would take about ½ a day worksession, once Council had completed a survey of questions using the Baldrige system 
to get the expectations council has from management, each other, and the organization, then a worksession could 
be scheduled to discuss in-depth and then put together a GRS so the Council can adopt.  
 
Mayor Konrad stated the reason it breaks out to a second piece is if Council cannot define who they are then it will 
be difficult to define what happens under Council’s watch and it will need to be separated.  He added the GRS is 
generic; it is not one size fits all because there are different size organizations, but the principals behind it are the 
same.  Mayor Konrad stated the organizational review would come after, it would be specific to Benson which 
differs from Goodyear and Safford, but at the top level it would be the same.  Mayor Konrad stated the expectations 
should all be the same no matter what the organization is; it will help define and give the City guidelines that 
Council should live by, once that is established than it is handed over to Ms. Vivian to do the rest of the 
organizational review because that is not what Council would do; however, they still have to be cognizant of what 
is going on.  Mayor Konrad stated Ms. Vivian needs to be clear on what Council’s expectations are and what Council 
wants the results to be.  Mayor Konrad stated Council will not be directly involved; it will be an indirect 
involvement, but it is important to get this first piece established so everyone is on the same page and Council 
interactions are productive without a lot of fragmented things going on, adding that is the thought of splitting it into 
two pieces.   Mayor Konrad stated the gentleman they met with has been around a long time; they are not reinventing 
anything adding they will tailor it to Benson with the specific needs that needed to be met.  He noted on the surface 
the first piece should be easy, the second piece will be a little more detailed and take a little bit longer.  
 
Councilmember King stated he read through all of the information and he is concerned about the City Manager 
having the tools within her reach. When Council lays out the expectations it is a very serious thing, along with any 
other job, there are job expectations, but Council has to make sure it will not be an overwhelming expectation 
because there are seven Council members.  Councilmember King then stated there is only one City Manager and 
she will need other people to help along the way, asking if jobs need to be expanded to the other people in the office, 
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or what will need to be done.  He added Ms. Vivian has to deal with the Council half of the week as well as other 
issues, reiterating he wants to make sure she has the right tools.  
 
Mayor Konrad stated Councilmember King had a good point; it is covered by defining the organization for what it 
is now.  Mayor Konrad stated one of the points that was discussed was the golf course; it has been outsourced, so 
there was a big piece of the organizational chart that was lost, noting there were several employees with different 
levels of management within the golf course that the City does not manage anymore, but it still shows up as a full-
page within the organization that will need to be addressed.  Mayor Konrad stated the City needs to get it tailored 
down to who the City is and what the job roles are which will be another piece that will be updated.  Mayor Konrad 
stated there will be some Staff input, but not any heavy lifting; the work to develop that will be done by the 
temporary consultant.  
 
Councilmember King stated he agrees with what Mayor Konrad said, but the point he was trying to make is there 
are seven councilmembers putting things on the City Manager’s shoulders and Council needs to make sure she can 
do her job with the employees and tools that she needs to get her job done.  Councilmember King stated Council 
needs to make sure it is not overwhelming for the City Manager to make sure there is a level playing field.  
 
Mayor Konrad stated Councilmember King made a good point that there are seven Councilmembers; the GRS will 
help the Council realize the value of how the Council functions individually and as one body.  He continued stating 
there are seven individuals that make up that one body; it will take the individual day-to-day off of Ms. Vivian’s 
shoulders because one of the goals will be to try to function better as one body.  Mayor Konrad stated as they 
express their expectations it will not be as fragmented.  
 
Councilmember King stated that some of the things he read are questionable and could probably be twisted around 
a little bit and Council would have to prepare and ask questions if they decided to go forward with it.  
 
Councilmember Boyle stated after reviewing pages 5-11 it looks as though the survey has already been conducted.  
Ms. Vivian stated those are the examples with Mayor Konrad adding nothing has been done yet.  Ms. Vivian 
elaborated they are examples and samples of how they use the survey questions and results to come up with the 
GRS.  
 
Councilmember Maldonado stated in other words, this is a guideline and the Council will have to figure out what 
works for Benson, so Council and Staff would have to work together to decide what that is.  
 
Councilmember Nunn asked how much the survey would cost with Mayor Konrad replying he doesn’t know yet, 
they are in the stages of development.  Ms. Vivian added they will have a proposal in 10 days or less.  
Councilmember Nunn then asked where this is coming from and if there is there a problem as it is a big move, and 
also asked why Council is doing this.  Mayor Konrad stated it came from him, explaining while at the League of 
Cities Conference there was a really good break-out session from Goodyear and how well it worked for them.  He 
then stated there is no witch hunt; the intent is good and the City needs to define who we are and how we do it.  
Mayor Konrad stated he went into researching and checking to see if there is enough value to define what the City 
is doing as an organization; the short answer is yes, there is value.  Mayor Konrad stated the Vice Mayor and himself 
have had several conversations about the organizational structure and in the short time he has been on Council there 
have been several changes, the golf course is gone and there have been retirements.  Mayor Konrad stated there is 
no solid succession management type of organization where employees are being trained to fill vacated positions, 
there never has been a look to see how the City can help itself.  Mayor Konrad stated he and Ms. Vivian have 
discussed this extensively and they do not want people to think there is an underlining reason for this; the reason is 
to strengthen the organization and to help people succeed at what they’re doing.  He continued stating the first thing 
people think of is a reduction in force and whatnot, but that isn’t what’s happening; it is to enhance the organization 
and make it better with the changing times.  Mayor Konrad stated hopefully it establishes a comfort level with 
everyone involved, that Council is on the right track and is not trying to do the wrong thing.  
 
Vice Mayor Dempster stated in his former life with the Chevron Corporation, the function of the organization 
effectiveness reported to him; there were a bunch of people that did that kind of stuff and he and his staff went all 
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over the corporation which employed 100,000 people.  Vice Mayor Dempster stated there were several mottos they 
used.  He shared when he had just been assigned as a representative, a gentleman by the name of Claude Providencia 
was the head of the department of the organization and fit the role of the Prince of Darkness, so when Mr. 
Providencia would show up, the feeling was heads were going to roll, but that was not at all the case.  Vice Mayor 
Dempster stated that fifteen representatives met in Phoenix where he was the youngest and decided to get together 
to form a plan to stonewall Mr. Providencia. They appointed the young Mr. Dempster to get at Mr. Providencia 
first; Mr. Dempster told the other representative that he was going to keep quiet and teach this guy from San 
Francisco how things are run in Arizona.  Vice Mayor Dempster stated Mr. Providencia was an expert interviewer 
that had done his homework; he knew everyone’s job descriptions along with their age and how long they had been 
with the company.  Vice Mayor Dempster stated Mr. Providencia started asking questions and was going to develop 
the organization or see if the plan that was already in place was the best.  Vice Mayor Dempster stated it was not 
his first rodeo, so when all the representatives stayed quiet he went out and got the division manager, who told all 
the representatives that Mr. Providencia could make up a plan for everyone’s job and their life as he had done this 
many times.  Vice Mayor Dempster stated as Mr. Providencia got ready to pack up and leave all the representatives 
wanted to share all the details of their jobs and were telling him what they did and what was wrong and right with 
their job which went on for about 3 or 4 days.  They ended up with a new type of organization that worked out for 
everyone.  Vice Mayor Dempster stated the reputation of an organizational review is that heads are going to roll, 
and people will get laid off, which is not at all true.  Vice Mayor Dempster stated there are a lot of good people who 
can develop an organization from where it is to a better place, and everyone knows what they are supposed to do 
along with having all the pieces of a good organization put together by experts who have a lot of knowledge.  Vice 
Mayor Dempster stated he would like to interview people to make sure the City is getting someone who knows 
what they are doing.  Vice Mayor Dempster stated sometimes there are people problems in a company and so 
employees do not like to participate because they feel someone will lose their job or things will be worse, but that 
is not true; if there is a good organizational plan in place there will not be any furloughs.  Vice Mayor Dempster 
stated a big organization can make a place for anyone if there are good employees, but a good organizational review 
will sort out the poor employees pretty quickly. Vice Mayor Dempster stated the goal is to help the organization be 
more efficient and effective adding it should be a positive experience unless a bad employee is faking it, then they 
would have something to fear.  Vice Mayor Dempster stated when he was appointed to the Council he tried to get 
an organizational study put into the budget which it was in the amount of $50,000, but it is not enough to do an 
adequate organizational review.  Vice Mayor Dempster stated the biggest one he has been involved with was 
Chevron Pinnacle; there was billions of dollars and 500 employees. He continued stating the company was sold, 
which is not on the table here because we cannot sell Benson, but we can find out what is wrong and make the City 
more productive or determine what options there are.  Mayor Konrad added Council and Staff will find out what 
the City is doing right and that is huge.    

 
Councilmember King added he was always taught to train a person to take your place so you can step up, but with 
that, the finance side of it needs to be tied into it, for example: if the police officers would like to move up there has 
to be money in the budget to have them trained to take the next step, there needs to be hours and money allocated.  
Mayor Konrad stated he agreed with that in principle, but he believes the first piece of this does not include finances 
it is more structural, but the finances will play into it at some point.  Vice Mayor Dempster stated he disagreed with 
Councilmember King’s comment about training being expensive unless it is done incorrectly.  Vice Mayor 
Dempster stated he worked with PDC (Personal Development Committees) and it was part of their jobs to develop 
charts for everyone in the department.  He went into giving an example where every employee of the City would 
be on a chart with a description of their next job along with their capacity to do it, essentially they would have a say 
on what they wanted to do when they grow up.  Vice Mayor Dempster stated part of the management team’s job 
would be to determine whether the employee has the capacity to do the job or if the employee is too dumb, 
unmotivated, or just could not do it; however, if they can, that is where the development plan comes in.  He then 
stated it is not time-consuming and a development plan should be created for each individual.  Vice Mayor Dempster 
explained the development plan will show where the employee is capable of being or it will show if they could 
work in a different department, so you could move the employee without being a burden on the department and the 
employee could pull their weight as they learn noting it could be done with little thought. 
 
Councilmember King stated he was going to use the Police Officers that were present as an example noting there 
are certain certifications they need to have, and that’s where the training comes in along with the money.  He stated 
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it has to be there; the state and federal law requires a certain certification for individuals.   Vice Mayor Dempster 
responded to Councilmember King’s comment stating that it would be better for the whole organization and if 
employees know they have an opportunity for a promotion or a chance to get a different job, they will be much 
more productive employees than if they felt stuck in their current position.  Vice Mayor Dempster stated it would 
be up to the supervisor to figure out if the employee has the capacity to do the job that would help the whole 
organization move along.    
 
Councilmember Tapia asked if it was a general overview of the organization then drilled down to each employee 
what their jobs and roles are, from Council to Staff, to be more efficient as with the strategic plan.  She then stated 
the employees are probably doing a great job, so they can get acknowledged or have a ladder system where they 
know the expectations to move up.  Mayor Konrad stated it is to enhance and improve what the City does, not to 
tear apart what had been done.  He then stated it is to help the employee identify something that they may want to 
do; over time it has been degraded so there are no definitions in place to be clear.  Mayor Konrad stated there is an 
organizational chart that does not exist anymore it is time to trim it down and make it what it really should be. 
 
Councilmember Nunn asked why this came up so suddenly, noting Vice Mayor Dempster’s previous comment was 
to find out what was wrong.  She stated Mayor Konrad stepped behind him and said it will show what is right, but 
Vice Mayor Dempster’s comment was in regard to finding out what is wrong which says something different than 
what was asked earlier.  She stated it looks like the reason this is being done is because there is something wrong.  
Mayor Konrad stated that is correct, there is something wrong; there has never been a review to define what is being 
done and how it should be done.  He then stated he does not want to say never because at some point there was a 
foundation that was set, but as times change, technology has changed, individual job roles have changed, and that 
has not been dealt with.  Mayor Konrad stated what was in place 20 years ago may not be in place today, so that is 
something that is wrong, but if we get it right, things are defined and it makes everyone better at the services the 
City delivers.  Mayor Konrad stated as times have changed Staff has adjusted to it, but rather than let it pile up and 
let it be, one of the things that has happened over time is there is no one in place to replace someone when people 
leave that particular job, so it ends up on Public Works Director Brad Hamilton’s desk.  He continued stating all of 
a sudden one person is responsible for a compounded pile of things and there may be someone that has the talent in 
the organization to absorb some of that at a different level so Mr. Hamilton is not burdened with all of the day-to-
day things, making him more effective at what he does.  He stated it would allow someone else to do something 
different than what they’re doing.  Mayor Konrad stated there is no way to identify the possible opportunities the 
way this is being done now. 

 
Councilmember Nunn asked if there would be professional people hired not local people to conduct the study with 
Mayor Konrad stating it would be professional people who have accreditation and experience which is why there 
are examples in Council’s binders showing the success of this company with Safford and Goodyear.  Mayor Konrad 
stated in researching he found Benson is one of the few communities that has not done this in the recent past (5-6 
years) where people have sat down and looked at what is being done.  He then stated it is not unusual; it is scary 
sometimes because it is different, but its good practice.  Mayor Konrad stated the teleconference he and Ms. Vivian 
had put her more at ease with what he was looking for, reiterating it is not a bad thing; they would like people to 
grow and have opportunities and to be able to identify those things.  He added there is no mechanism in place to do 
those things right now and no one is at fault, it is something that has happened over time.  Mayor Konrad stated it 
is owed and Council needs to bring the City up a level so anyone on the outside can say the City of Benson knows 
what they’re doing.  He noted the City of Benson will be different than Safford and Goodyear and at least there will 
be a foundation to compare to.  
 
Councilmember King asked if the Worksession will be held on a Saturday so the public can come, noting it would 
be hard during the week because a lot of the public that cannot make it.  Mayor Konrad stated on the teleconference 
everyone agreed it should be done in person and this company was very adamant about being here in person, but as 
far as what day it will be is part of the package they will bring to the City.  Councilmember King stated the only 
reason he asked is so employees would be available to come if they would like instead of having to work so they 
can see what is happening.  Mayor Konrad stated it will fall under the open meeting laws.  
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Councilmember Boyle asked if that was the only company that has been contacted or if it would go out to bid.  Ms. 
Vivian stated procurement needs to be followed, so she would be doing research.  She stated she doesn’t expect the 
GRS part of it to be near an organizational review study, but she will look at procurement and go from there.  Ms. 
Vivian stated that BridgeGroup has done the study for 3 different cities so far; they did ask to look at the procurement 
amount.  She stated an organizational study is a much bigger scope of work there is $50,000 set aside; however, 
that might not be enough as someone reached out to the League of Cities and they stated it could be 6 figures 
depending upon the organization.  
 
Ms. Vivian stated in 2004 the City did an organizational review of a comp and class study and the gentleman by the 
name of Bret Davis sat down with every employee and went over their job description with them so the job 
descriptions could be updated.  Ms. Vivian stated she had just started with the City, so she had no part in the 
organizational review.  She then stated a new study would look at the job descriptions which would be a lot more 
labor.  Ms. Vivian stated that BridgeGroup would get a proposal to her, but she would have to look at the 
procurement rules, whether the City would need to put out a bid, an RFP (Request for Proposal), or an RFQ (Request 
for a Quote) as well as qualifications and limits so Staff can make sure to follow all of the procurement rules.  
 
Mayor Konrad stated the other piece of that is we do not want to bankrupt the City by doing this, but the trick 
question is can the City not afford to do this and figure out the things the City can get better at doing and this would 
be one of the ways to find out and put it in place. 
 
Vice Mayor Dempster stated the worst thing to do is to have an attitude that there is something wrong and we’re 
going to find out what it is; that is not what it is, both can be done simultaneously, good and bad, it does not have 
to be one or the other.   Vice Mayor Dempster stated is not about finding out what’s wrong and eliminating people, 
it is to prevent negative things in the future.  
 
Mayor Konrad stated that he would encourage everyone is to reach out to the other communities that have done 
this; they are more than happy to talk about it.  He stated he has spent an incredible amount of time talking to 
different people and how open they are to sharing their pains, what to expect, the push back and how to deal with 
it.  He stated we need to reassure people we’re all in this together.  Mayor Konrad stated the hardest thing about the 
change is to try and convince people it will end up good for them.  He concluded the message he wants to make 
clear is this is being done for the right reason, not the wrong reason.  
 

ADJOURNMENT:  
 
Councilmember King moved to adjourn at 6:45 p.m.  Seconded by Councilmember Tapia.  Motion passed 7-0. 

   
 
          

____________________________ 
                 Joe A. Konrad, Mayor 
  ATTEST: 
   

____________________________   
  Vicki L. Vivian, CMC, City Clerk 


	CALL TO ORDER:
	Joe A. Konrad, Mayor
	ATTEST:
	Vicki L. Vivian, CMC, City Clerk

