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Asked to do two separate analyses:

e |dentify salient characteristics or factors that have
been associated with the creation of government
collaborations

e Examine the historical impact of successful
governmental consolidation initiatives on the
economic performance of other metropolitan areas.

v.e. UPJOHN INSTITUTE

for Employment Res



The report findings are based on:
e Areview of previous studies
e Findings derived from media reports, and

e One-on-one interviews with governmental
officials and community stakeholders
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Key Finding:

e The one key factor for successful collaboration
initiatives that was identified, again and again,
was trust.

— Trust is built through the cultivation of personal
relationships that can require many years to form.

— These relationships can be and are enhanced by
the creation of formal organizations and informal
working groups where government leaders can

meet.
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Social Factors

e Frequent meetings, formal and informal,
among government leaders that allow for
the sharing of ideas and concepts

e A history of successful partnerships. The flip
side is that if the first attempt is a failure, it
may take years before another attempt is
tried.
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Social Factors

e Strong but careful leadership. The project
must have a champion; however, he or she
cannot be too heavy handed.

e Partners share both a common vision and
sense of place.
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Project-Specific Factors

e The project is a clear “win-win” proposition in that it
lowers cost or improves the quality of the
governmental service. In our review of successful
collaboration efforts in Kent County, the expected
benefits of improved services appeared to be more
important than possible cost savings.
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Project-Specific Factors

e The collaboration will address a specific need

for a governmental service for area residents
or businesses.

e |tis a “backroom” function that has limited
interaction with the public at large, such as

shared purchasing or the training of public
safety officers.
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Project-Specific Factors

e Itis a “non-core” activity of the government
unit; for example, public transit and workforce
training.

e |t is an activity that requires significant capital

expenditures that can be shared by the
partnering communities.

e |t provides a level of expertise that would not
be available to the government’s residents
otherwise.
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Commonality of Structure

e Intergovernmental collaborations are more
likely to occur when the partnering
governments share the same cost structure
and perform similar services.

e At the same time, Kent County can boast of a
long list of partnerships it has developed
between itself and the county’s cities and

townships.
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Types of Agreements

e Horizontal agreements are typically based on the

benefits of economics of scale—sharing capital—
intensive services such as a wastewater treatment,

water systems, or fire equipment.

e Vertical agreements can also rest on economics
of scale, the county jail, for example; however, they
are also likely to depend upon gains from
“economies of skills.”

e Public-Private agreements seen most often in
economic development
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Commonality of Structure

e Collaborations are more feasible when the
partnering governments use the same
technology platform such as accounting and
tax assessment software packages. The same
is true when their services use the same
delivery system.
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Potential Barriers

e Differences in the level of the quality of
service and standards for service can block
neighboring governmental units from entering
a cooperative service agreement.

e Can be blocked, if at least one of the
potential partnering governmental units
perceives that it would suffer a significant loss
of authority or autonomy with the agreement.
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Potential Barriers

e Past actions can have negative consequences
on future initiatives. Significant past
disagreements or misunderstandings can
hinder future partnership for decades.
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Words of Caution

As more and more of the county’s residents
live outside its major cities, the ability of the

core communities to provide services to all of
its residents is threatened.
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Words of Caution

While successful government collaborations
have been shown to generate positive results;
cooperative agreements between
governmental units may not generate a
unifying vision for the region.
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