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Preface 

There are more than 2,500 municipalities in the Commonwealth of Pennsylvania: boroughs, cities, townships and 
one incorporated town. With this great number of municipalities, Pennsylvania local government officials have 
countless opportunities to collaborate. This Intergovernmental Cooperation Handbook has been prepared to 
encourage and assist municipal officials to identify the possibilities and implement the cooperative programs that 
most benefit their communities. 

The focus of the Handbook is on intergovernmental cooperation among and between small and medium sized 
communities. The target audiences are the elected officials and professional staffs who serve those communities. 
Others who may find the handbook helpful include the volunteers who serve on municipal authorities, boards and 
commissions and citizens interested in local government. 

There are significant opportunities for, and examples of, cooperation at other levels of government: among and 
between our larger cities, our 67 counties and the more than 500 school districts in Pennsylvania. The examples 
illustrated in this Handbook may not be of direct applicability for officials at those levels of government, but the 
principles herein are applicable to collaboration at any level. 

There is another mode of Intergovernmental Cooperation not addressed in this Handbook: cooperation between 
municipalities and higher levels of government, i.e. the county, the State, and the Federal government. This vertical 
cooperation is also a key opportunity for municipal officials to find ways to meet the needs of their communities, 
but it is beyond the scope of this Handbook. 

The Intergovernmental Cooperation Handbook is one of a series of books published by the Pennsylvania 
Department of Community and Economic Development (DCED . A number of the other DCED handbooks also 
include discussion or references to Intergovernmental Cooperation, ranging from a total focus on 
intergovernmental cooperation (Regional Police in Pennsylvania, COG Director’s Handbook to incidental mention 
of working together in the handbooks for elected officials in each class of municipality. 

The Intergovernmental Cooperation Handbook can be read from cover to cover; or it can be used as a resource 
like an encyclopedia, where the user looks up a topic of specific interest. Readers who take the latter approach are 
urged to also read Chapters I, III, and V. These chapters provide information applicable to all the specific forms of 
cooperation and program ideas illustrated in Chapters II and IV. Municipal officials interested in cooperation in a 
specific topic area are also encouraged to check the list of resources on the DCED website and to contact the 
Pennsylvania Association of Councils of Governments for additional information. 

1 
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Introduction 

The Pennsylvania Constitution is extraordinarily clear on the topic of intergovernmental cooperation. In Section 5 of 
Article IX, the Constitution provides as follows: 

“A municipality by act of its governing body may…cooperate or agree in the exercise 
of any function, power or responsibility with…one or more other governmental units….” 

Note the word “any” in this constitutional statement. It is all encompassing. It is unlimited. If a municipality has a 
function, power or responsibility under its respective municipal code, home rule charter or a law of general 
application, then it has the power to cooperate with its neighbors on any function, power or responsibility. 

Municipalities generally derive their authority from laws adopted by the General Assembly; e.g., the municipal 
codes and laws of general application such as the Local Tax Enabling Act and the Municipalities Planning Code. 
The Constitution (Section 1, Article IX directs the General Assembly to provide by law for local governments. The 
General Assembly enacts legislation which grants and limits the authority of local governments, defining municipal 
functions, powers and responsibilities. In the case of intergovernmental cooperation, the situation is different. The 
Constitution directly grants authority to municipalities to cooperate. 

The intergovernmental cooperation provision was part of the 1968 revisions to our commonwealth’s constitution. 
Notwithstanding the direct constitutional grant of authority to local governments, the General Assembly passed 
the Intergovernmental Cooperation Act of July 12, 1972, P.L. 762, commonly referred to at the time as Act 180 or as 
Act 180 of 1972. The law reiterated the constitutional authority noted above and provided some requirements for 
implementation of the law. 

In 1996 the General Assembly approved Act 177 to move the Intergovernmental Cooperation legislation from a 
stand-alone act (Act 180 of 1972 to its proper place in the Pennsylvania Consolidated Statutes. This codification of 
the legislation, which did not change the substance of the law, is now found in Title 53, Sections 2301 through 2317 
of the Pennsylvania Consolidated Statutes. A copy of these sections of Title 53 is included in the appendix of this 
Handbook. Standard forms of reference to the sections of the consolidated statutes provisions on intergovernmental 
cooperation are 53 Pa C.S. Ch. 23 Subch. A (relating to Intergovernmental Cooperation and 53 Pa.C.S. §§ 23 1 to 2317. 

As a result of the codification of the legislation, references in this Handbook to the law will be to the 
Intergovernmental Cooperation Code and abbreviated as IGC Code or IGCC. 

The respective Municipal Codes also specifically grant the authority to municipalities for intergovernmental 
cooperation. The pertinent sections of the municipal codes are as follows: the Borough Code (Section 1202 (24  ; 
the 3d Class City Code (section 2434 (b  ; the First Class Township Code (Section 1502 (LIII  , and the Second 
Class Township Code (Section 1507 . 

In addition to the IGC Code and Municipal Codes, numerous other Pennsylvania statutes authorize, and sometimes 
establish specific requirements for, intergovernmental cooperation. Notable among these are the Municipality 
Authorities Act, the Municipalities Planning Code, the Public Library Code, the Commonwealth Procurement Code, 
and the Pennsylvania Construction Code Act. Some of these laws simply cross reference the IGC Code and add no 
specific additional requirements. Others have very specific requirements that supplement the IGC Code. 
References to these laws will be provided in the relevant sections of the Handbook. 

2 
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I. Why Cooperate  

Why is intergovernmental cooperation a key to success in municipal government? Why is cooperation the wave of 
the future? Why can't we go it alone as we always have, relying on our own resources? Why cooperate? 

The answers to these questions are found in the three topics discussed in this chapter. The first is the shared 
interest or interdependence of the citizens who make up our municipalities. The second is economy, the economies 
of scale that can be accomplished by increasing the size or extent of governmental activities. The third is the 
effectiveness which can be achieved when governmental activities and programs are sufficiently well developed. 
When interdependence, economy and effectiveness are considered as a whole, intergovernmental cooperation 
clearly is the future for success in local government. 

Interdependence 
Municipal boundaries are not walls or barricades. Most of the activities affecting our citizens follow “natural” 
boundaries. Any coincidence of municipal boundaries and these natural boundaries occurs infrequently and 
randomly, not by design. Our citizens cross municipal boundaries and are affected by activities that cross these 
boundaries. As a result we are interdependent; what we do affects others and what they do affects us. 

The scope of our interdependence is formed by economic, physical, social and governmental factors. We must 
examine each of these to determine how they create and shape the interrelationships among our citizens. 

Economic Factors. Frequently a citizen resides in one municipality, is employed in a second and shops in a third. In 
larger urban areas the economic activities of a resident (renting or buying a home, shopping, banking, dining out, 
doctors' and dentist’s visits, and many others may cover ten or twenty municipalities. 

The economic system which serves the citizen is based on a market area, not on municipal boundaries. The market 
area is defined by economic rather than political criteria. Newspapers, television and radio stations serve the 
economic market area. Even those that target a suburban area of a larger urban area serve that economic 
submarket area generally and are not restricted by municipal boundaries. Help wanted ads and grocery store 
coupons do not recognize boundary lines between cities, boroughs and townships. As a result, the economic life of 
a resident is lived as part of the economic or market area, not just the municipal jurisdiction where he or she 
happens to live. The citizens' economic health, the value of their homes, the wages and even the very existence of 
their employment, the prices and availability of goods and services are dependent upon this economic system. 
They are economically dependent upon one another and the economic system as a whole. 

The decisions of amunicipal government affecting the economic system affect not only its residents but the residents 
of other jurisdictions. The residents of a municipality are affected by economic decisions in other jurisdictions as 
well as their own. This economic interdependence points to the need for intergovernmental cooperation. 

Physical Features.Mountains, rivers, highways and air currents are not respecters of municipal boundaries. While a 
mountain ridge or river often serves as a boundary line between two municipalities, the physical feature continues 
even when the municipal border comes to an end. Highways link work, home, schools and shopping to 
neighborhoods in nearby municipalities. Bridges cross a river or stream on a boundary line, tying together the 
citizens of two municipalities. 

Pollutants seeping into a stream “disappear” only by flowing into the next municipality and the one beyond it. 
Mountains and ridges establish dividing points for storm water runoff and economical sewerage systems based on 
gravity flow. That water runs downhill is such a commonplace understanding, we forget how this physical fact ties 
our municipalities together and requires intergovernmental approaches to flood control and sewerage projects. 

Even air currents tie us together. Odors from a poorly operated or outdated sewer treatment plant may affect 
neighbors in nearby municipalities. Pollutants from industrial sources may spread across the municipal boundary to 
a residential neighborhood. The potential distribution of radioactive gasses or particles from a nuclear plant 
accident follows air current patterns, not municipal boundaries. 
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Frequently, a physical feature becomes the common way of describing an area that encompasses many 
municipalities but is physically interdependent. The names of these areas are public recognition that there is a 
common physical feature, a physical interdependence among the municipalities of the area. 

Social Groupings. Synagogues, and churches, Lions clubs, hospital auxiliaries and quilting clubs follow the patterns 
of economic and physical interdependence. Membership and participation in these and the innumerable other 
social activities enjoyed by our residents is seldom limited by municipal boundaries. Instead, the extent of 
participation in social activities is reinforced and influenced by the economic and physical linkages between people; 
and this social interdependence reinforces the economic connections. 

Governmental Interdependence. There are numerous governmental agencies, activities and institutions which cut 
across municipal boundaries and tie us together into larger communities. Consolidated school districts are the best 
recognized of these. Others include the legislative districts in which our state representatives and senators are elected; 
the Department of Transportation districts responsible for our state road system; the U.S. Postal Service establishment 
of a community post office name for our mailing address; the state parks and game lands open to all residents; and 
the state university system which may locate an institution in one jurisdiction but impacts on many others. 

Let's examine the impact of the U.S. Postal Service as an example. The Postal Service establishes post offices to 
serve all our citizens. However, the names of these post offices are selected based on the name of a central 
location. Townships in particular are seldom recognized by this system. Township residents almost always receive 
mail delivered by a post office with the name of an adjacent borough or an unincorporated village. Even some 
borough residents receive mail from a post office with the name of a nearby city or a larger or older adjacent 
borough. The impact of this system is that people often think of where they live, their home town, in terms of its 
post office name, not its municipal name. 

Just as in the example of the postal addresses, the other governmental activities tend to pull us together across 
municipal boundaries, to create communities of common interest and interdependence that include several or 
many municipalities. Combined with the social, economic and physical features, this governmental activity 
establishes and reinforces an interdependence linking us together far more strongly than municipal boundaries 
separate us. 

Efficiency 
The efficiencies resulting from cooperation should seem obvious. Business operators and economists call this 
principle economies of scale. Whether stated in common sense or economists' terms, the principle is a sound one, 
one that can be achieved through intergovernmental cooperation. 

In the next three sections of this chapter we will illustrate how intergovernmental cooperation can help 
municipalities reach critical thresholds, distribute overhead costs, and maximize utilization of capital equipment and 
facilities. Each of these sections describes how the most efficient use of municipal funds can be achieved. 

Critical Thresholds.We must understand the practical limitations before we can implement municipal cost savings 
programs. While a vendor generally will sell more goods for a lower per unit cost, the best price breaks come at 
certain critical thresholds. These thresholds are determined by the packaging of the product and the pricing 
system used by the manufacturer or wholesaler. For example, common threshold points for paper purchases are 
the pad, the ream, the carton or case, the pallet and the truckload. If paper is packaged 500 sheets to the ream 
and 20 reams to a case, purchasing 1,000 sheets is not going to be any cheaper on a unit cost basis than 
purchasing 500 sheets. And, in fact, purchasing 750 sheets will probably be more costly per sheet than buying 
500 since the breaking up of a basic unit, the ream of paper, is required. The major price breaks will come at the 
thresholds where a municipality, by cooperating with its neighbors, can move up to the next category of 
packaging. Whether the product is paper or salt, gasoline or park equipment, tires or asphalt, the key point is to 
combine efforts to purchase quantities that exceed the next threshold for a price break. 

4 
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This principle also applies to municipal investments and borrowings. Combining (not commingling funds to obtain 
$100,000 or greater amounts for investments maximizes the return for the municipality. Similarly, there is a 
threshold for the minimum effective municipal borrowing through a bond issue. Interest rates for a bond are lower 
than other borrowings, but the “up-front” costs (investment banker, bond counsel, printing are high. If the bond is 
not large enough, these up-front costs negate the savings from the lower interest rate. Because interest rates and 
the up-front costs vary, the critical threshold for a bond issue is variable but still the key factor in choosing the 
most economical method of borrowing. 

In the case of both investing and borrowing, several extensive intergovernmental cooperation efforts have been 
initiated. Investment pools have been established combining municipal funds to achieve critical thresholds for 
investments. This approach provides both higher investment return for municipalities and increased liquidity of 
municipal investments. These are particularly attractive features for smaller municipalities with small amounts to 
invest. Several bond pools have been established to spread up-front costs and make smaller borrowings efficient. 
In order to surpass a critical threshold, similar investment or bond pools can be set up among any group of 
municipal governments. 

Distribution of Overhead. There are overhead or indirect costs that impact on every municipal activity and 
program. Many of these costs are capital or facility costs and will be discussed in the next section. In this section, 
we will focus on the area that is usually the largest municipal expenditure: personnel costs. However, the principles 
outlined here apply to all overhead costs. Intergovernmental cooperation is often a good way to minimize any 
overhead or indirect personnel costs. 

In each municipality there are administrative activities: records, correspondence, accounting, etc. In most there are 
also supervisory costs, the amount required to supervise and direct the activities of employees. We should examine 
these areas and reduce the per-unit cost of such activities; we can often do so through intergovernmental cooperation. 

For example, two small municipalities, perhaps a borough and a township next to each other, may each conclude 
that they need a professional manager to run their day-to-day business, but neither municipality can afford the 
cost of a professional manager's salary. If the number of employees in each jurisdiction is also small, the decision to 
hire a manager will probably be postponed since the cost of this “overhead” is not justified in terms of municipal 
services being provided. The intergovernmental cooperation alternative is to jointly hire a manager to spread this 
overhead cost across two groups of municipal employees. 

In larger municipalities with dozens or even hundreds of employees, the greatest opportunities for reducing 
overhead personnel costs lie in the area of specialists: purchasing officers, personnel officers, police investigators or 
juvenile officers, police training or planning staff, code enforcement officers, information technology (IT specialists, 
dog catchers, or risk managers. In each case where a municipality has a need to add a function or specialty to the 
ranks of its employees, it can usually do so more efficiently by sharing that activity with neighboring municipalities 
and spreading the overhead costs. What functions are to be shared depends upon the existing organization and 
interests of the participating municipalities. In each case, however, there is always the potential for the next step to 
be taken cooperatively as a way to obtain the most efficient use of scarce tax dollars. 

Maximum Utilization of Capital. After personnel costs, the major expenditure of municipal funds is for capital 
equipment and facilities. Municipal capital equipment may include road maintenance equipment such as trucks, 
loaders, backhoes, pavers, and rollers; fire trucks; sewer cleaning equipment; brush chippers; street sweepers; 
garbage trucks; police communications equipment and a great variety of other items. Municipal capital facilities 
most often include a municipal building and may include fire stations, sewage treatment plants, parks, swimming 
pools and recreation centers, water treatment plants and water towers, airports, parking garages and libraries. 
Maximizing the use of capital equipment and facilities through intergovernmental cooperation is a way to achieve 
efficient use of tax funds. 

Some capital investments for facilities and equipment are not suitable for intergovernmental cooperation. A new 
municipal building for a borough is not well received by the taxpayers if it is located in an adjacent township. A 
snowplow is not very helpful if a borough crew has to wait until a city crew is through using it. While these 
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examples show that there are limits, many facilities and equipment may be more effectively obtained through 
intergovernmental cooperation. In particular, specialized equipment such as a sewer cleaner, a sign machine, a 
street sweeper, or a paver may be acquired jointly where none of the participants could obtain the equipment by 
itself. The same is true of specialized facilities for public safety (a fire house , public works (a salt shed , recreation 
(a pool or park or a library. 

If a municipality purchases a street sweeper to be used 75 days a year, it incurs a fixed capital cost for that activity. 
If a cooperative effort among three municipalities can put the sweeper on the road 150 days per year, a substantial 
savings in capital cost per day is achieved and all three municipalities save money. 

Capital facility costs can be shared in a similar manner. Two small municipalities sharing in the cost of developing a 
park to serve the residents of both reduces the per capita cost while maintaining the service. A firearms training 
range for a single police department may be used one day per month or only 12 days per year. A combined effort 
for six municipalities will require the same capital but this cost can be spread over 72 days per year. 

Both capital equipment and capital facilities can be developed more efficiently through intergovernmental 
cooperation. The examples cited above illustrate the principle: share the capital cost to maximize the efficiency of 
the investment of municipal resources. 

Effectiveness 
Municipal services must be both efficient and effective. They must get the job done. A service that does not get 
the job done is a greater waste of tax dollars than one that does the job inefficiently. Because services must be 
delivered on an appropriate scale, staffed with qualified personnel, and provided with essential equipment, 
intergovernmental cooperation is a valuable tool for the delivery of effective municipal services and programs. 

Often a municipal service may be desired by the residents and supported by their elected officials, but the effective 
provision of that service is beyond the reach of the municipality. Clogged storm sewers may be a problem in your 
municipality but the source of the silt-laden runoff is in a subdivision in another municipality. A teen center may be 
needed to help reduce vandalism problems in a suburban township, but the best site for the center is an old school 
building in the adjacent city. A code inspector may be needed for 15 hours per week, but the qualified candidates 
for the job need full-time work. Municipalities joining with their neighbors may be able to respond effectively to 
these needs. 

There are several circumstances in which intergovernmental cooperation will enhance the effectiveness of municipal 
programs. These include services where a large number of people is needed to be effective, where the geographic 
scope of the problem crosses municipal boundaries, where specialized personnel or equipment are needed and 
where emergency needs far exceed basic service needs. The following sections illustrate each of these categories. 

Where Large Numbers Are Needed. The most common examples of municipal services where a large number is 
needed for effective operation are sewage treatment plants and transit systems. In other words, these services must 
be provided on an appropriate scale. Without a sufficient flow, a sewage treatment plant is both inefficient and 
ineffective. Combining the flow from several municipalities will make possible the development of an effective plant. 
A bus transit system is similarly dependent upon a sufficient number of passengers. To be effective, a transit system 
must serve the entire economic community where we work, shop and live, and not just one municipal jurisdiction. 

Where Problems Cross Municipal Boundaries. The effective solution to a problem is often found beyond the 
municipal boundary. In the clogged storm sewers problem noted above, a treatment of the symptoms of the problem 
- cleaning out the storm sewers - can be accomplished by themunicipality stuck with the clean-up task. However, an 
effective solution to the problem over the long run requires an intermunicipal approach towards prevention. 
Prevention is almost always amore effective long run approach than treatment of the symptoms of a problem. 

Similar problems often arise when neighboring municipalities establish zoning and subdivision regulations and fail 
to coordinate their work. The uncoordinated ordinances may actually encourage development patterns which 
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work against the logical extension of water lines, sewers and roads. Adjacent incompatible uses may be allowed, 
separated only by an invisible municipal boundary. Municipal boundaries do not make good noise barriers, or 
sound screens, or traffic controls. 

Since zoning and subdivision ordinances are major tools in managing development patterns, intergovernmental 
coordination of municipal decisions is essential. The strongest form of planning coordination is joint zoning. Short 
of joint zoning, regular coordination of municipal plans and ordinances can be accomplished by regional or 
multimunicipal comprehensive planning and implementation, joint planning commission meetings, regular meetings 
of elected officials or staff level interaction. 

Where Special Skills Are Needed. In any municipality of any size there are special skills needed to do the job 
effectively. These may be beyond the reach of the municipality or its resources. The municipality can be effective in 
its delivery of services only if it seeks a solution through intergovernmental cooperation. 

In the very smallest municipalities the specialized skills needed, but not obtained through individual efforts, may be 
those of a competent secretary-bookkeeper. No municipality can operate well without effective performance of 
these duties. By joining together, two small municipalities may be able to hire and retain a competent, full-time 
person when neither could attract this quality of help on a part-time basis. 

In medium and larger sized communities, the specialized needs become narrower andmore specific. Theymay include 
code officers, purchasing agents, dog officers, health officers, police investigators, IT technicians, human relations 
specialists and any number of others needed to do an effective job. Often the best way, or even the only way, to 
obtain this kind of specialized professional staff is to combine efforts through intergovernmental cooperation. 

Where Emergency Needs Exceed Basic Needs.Our basic municipal public safety forces are our police and fire 
departments. Fire departments, in particular, have long recognized the need for mutual aid in emergency situations 
where a single fire company is ineffective but many may put out a conflagration by working together. The point 
illustrated by these mutual aid agreements is that a municipal service should be sized to meet its basic needs and 
rely upon intergovernmental cooperation to meet emergency or extraordinary situations. 

Good mutual aid agreements between municipalities for their police departments allow effective day-to-day 
policing to be accomplished with basic department size and emergencies are effectively met through the aid 
agreements. Mutual aid agreements for fire companies that go beyond the norm and provide for complimentary 
rather than duplicated rolling stock will provide for more effective fire protection. Four fire companies, each with a 
pumper and a tanker, serve a community less well than having several companies forego the tanker and owning a 
ladder truck or an emergency support vehicle instead. The basic fire protection needs are still met but for the same 
cost a more effective emergency capacity is built. 

Cooperation is the Future 
We began this chapter with the question: Why cooperate? The preceding sections have outlined some of 
the reasons why municipal governments should work together: our interdependence; greater efficiency; and 
more effectiveness. 

As communities grow, so do needs for new and expanded services. As time passes, our citizens come to expect 
more from their municipal governments. The state and federal governments continue to require more 
sophistication, services and paperwork (even if it is electronic “paperwork”. Our response to meet these increasing 
demands is for municipalities to work together. Cooperation is the future of local government. The question is 
whether it is in your municipality's future. 
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II. Methods of Cooperation 

This chapter focuses on the various methods of organizing intermunicipal cooperation. Four major approaches will 
be examined: general agreements, IGC Code agreements, councils of governments and joint authorities. Other 
methods will be briefly noted. 

Most municipalities have experience with one or more of these methods, most commonly with informal general 
agreements. This experience, when combined with the suggestions in this chapter, will provide municipal officials 
with a framework for organizing their future efforts in intergovernmental cooperation. 

In organizing an intergovernmental cooperation activity, certain factors must be understood: who's in charge, who 
does what, when it is to be done, and how costs are to be allocated. The last point, allocation of costs, will be 
discussed in Chapter III. The organizational approaches or methods of cooperation described in this chapter will 
cover the first three points. 

Before we begin to examine the methods for cooperation, several points should be noted. First, intergovernmental 
cooperation is a highly flexible activity. Organizations that work best for others may not be the most suitable for 
your particular circumstances. The methods outlined here should be used as examples, not as rules. Second, it is 
possible and often desirable that a municipality have different intergovernmental arrangements with different 
neighboring municipalities. A joint sewer authority between a borough and two townships is entirely consistent 
with the borough's membership in a Council of Government (COG with four townships, two other boroughs and a 
city, as is two of the townships in the COG working together on road maintenance. Third, municipalities need not 
be contiguous to cooperate. There is no legal requirement that cooperating municipalities share common 
boundaries in most circumstances. However, it would be impractical to consider some activities, such as a joint 
sewerage system, for widely dispersed municipalities. On the other hand, a joint investment program could include 
municipalities from anywhere in the commonwealth since the activity requires no physical connection. Fourth, 
there is no size limitation. Some municipal officials believe their municipality is too small (or too big to work with 
an adjacent one that is much bigger (or smaller . This unwarranted conclusion should be avoided. There are 
examples of a municipality fifty times bigger than its neighbor successfully working with the smaller jurisdiction to 
their mutual benefit. Size differences are often an excuse for avoiding intergovernmental cooperation, but with 
proper organization and fair allocations of cost and responsibilities such differences are readily overcome. 

General Agreements 
General agreements include all those unwritten and written agreements not formally adopted by ordinance under 
the provisions of the IGC Code (see next section or one of the laws of general application governing 
intergovernmental cooperation such as the Municipality Authorities Act. Many of these agreements are very simple 
and limited in scope. A borough plows a township street and vice versa because it results in better snowplow 
routes for both. A township buys copier paper and sells some of it to another municipality at cost. A city lends a 
street sweeper to a township for a few weeks and obtains use of a paver for several weeks in return. The examples 
of these cooperative efforts are endless. Often, the arrangement is worked out between employees, with no action 
by the governing body, and continues for years to the mutual benefit of both municipalities. 

Unwritten handshake agreements are informal. That informality is both the benefit and the bane of such 
agreements. As a result of their informality, handshake agreements are easy to arrange. Often the informality, the 
“let's just work it out” approach, is the only way municipalities can work together. The parties shake hands only if 
cooperation is of mutual benefit, and no formal or long lasting commitment is required which may be threatening 
to the participants. The informality of handshake agreements also leads to their shortcomings and limitations. 
Because there is no formal agreement, misunderstandings often result and the intergovernmental partnership 
dissolves with a residue of hard feelings. In addition major concerns such as liability and workers' compensation 
coverage are often overlooked. This may be fine for many years but once a problem occurs it's too late. 
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Written general agreements, often titled Memoranda of Understanding (MOU , are a step towards the formality of 
an IGC Code agreement. Such agreements may be approved by the municipality’s governing body, by vote or by 
resolution, or may be executed by senior staff (manager, chief administrative officer or a department head.  
Whether a MOU or other general written agreement is brief, or spells out the full extent and details of the 
cooperative agreement, it still lacks the weight of adoption of an ordinance by the Governing Body. 

Is the passage of an ordinance mandatory for Intergovernmental Cooperation? Section 2305 of the IGC Code 
states that municipalities may enter into intergovernmental cooperation upon passage of an ordinance by the 
governing body. However, as noted in the Introduction to this Handbook, the authority for local governments to 
cooperate comes directly from the Constitution, and the constitution does not state a requirement for an 
ordinance. As municipal officials look around at their neighbors and their own efforts at cooperation, they will find 
almost endless examples of intergovernmental cooperation going on without an ordinance. These can range from 
sharing equipment to coordinating planning of a common border and jointly purchasing supplies. However, in a 
narrow decision in 2012, the Commonwealth Court ruled inMiddletown Township v. County of Delaware UCC 
Board of Appeal, that “…that delegation of amunicipality's power to anothermunicipality must be done by ordinance.” 

Furthermore, section 2316 of the IGC Code states that state “…departments and agencies in the performance of 
their administrative duties shall deem a council of governments, consortiums or other similar entities established by 
two or more municipalities under [the IGC Code] as a legal entity.” Implicit in this statement is that state 
departments and agencies are not likely to regard cooperative efforts not established by ordinance as eligible for 
state grants and other forms of assistance or recognition. 

It is recommended that general intergovernmental agreements, informal handshake or written, be limited to 
activities which do not entail formal joint ownership of property, employment of staff, borrowing funds, 
enforcement activities, other legal responsibilities or assistance from the commonwealth. This matter may seem 
minor for municipalities just beginning to work together, but in the long run it is better to work out all the details in 
a formal agreement adopted by ordinance of the governing body. 

IGC Code Agreements 
The Intergovernmental Cooperation Code (IGC Code or IGCC was initially enacted by the General Assembly in 
1972 (Act 180 to implement the provisions of Article IX, Section 5, of the then-new Pennsylvania Constitution, the 
intergovernmental cooperation provision. The complete text of the current IGC Code is provided in the appendix 
of this Handbook. Revisions and updates to the IGC Code can be found by an internet search for Pennsylvania 
Statutes. The citations are 53 Pa C.S. Ch. 23 Subch. A (relating to Intergovernmental Cooperation or 53 Pa.C.S. §§ 
23 1 et seq. 

The IGC Code reiterates the constitutional grant of authority to municipalities to work together: 

“A municipality by act of its governing body ... may ... cooperate or agree in the exercise of 
any function, power or responsibility with ... one or more ... other local governments ...” 
(IGCC, Section 2304 . 

The language of the IGC Code is very broad. It includes any function, power or responsibility that a municipality 
may have. In other words, if a municipality has the power to take an action or deliver a service under the provisions 
of its municipal code or charter or a law of general application, it has the power to cooperate in doing so. The 
exercise of this power is the responsibility of the municipal governing body. 
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The required features of an intergovernmental cooperation agreement established according to the terms of IGC 
Code include the following: 

a. The agreement must be enacted by ordinance (Section 2305 . 

b. The ordinance must specify (Section 2307 : 

1. The conditions of the agreement. 

2. The duration of the agreement. 

3. The purpose and objectives of the agreement, including the powers and scope of authority delegated 
in the agreement. 

4. The manner and extent of financing the agreement. 

5. The organizational structure necessary to implement the agreement. 

6. The manner in which property, real or personal shall be acquired, licensed, and disposed of. 

7. That the entity created under this section shall be empowered to enter into contracts for policies of 
group insurance and employee benefits, including social security, for its employees. 

These items can be covered in the ordinance document itself, but usually are addressed in the agreement 
document (typically titled “Articles of Agreement for ….” and incorporated into the ordinance by reference (as an 
attachment to the ordinance . 

An agreement enacted under the provisions of the IGC Code is essentially a legal contract among two or more 
municipalities. Separate agreements (or a clearly stated multiple purpose agreement are needed for two or more 
different functions. The terms of the agreement are whatever is negotiated among the participants, subject to the 
general requirements of the law. 

Contract Programs. There are two basic organizational structures used for IGC Code agreements. One is a 
provider/purchaser relationship between the parties. In this case, one municipality, usually the largest or most 
centrally located, agrees to sell a service or program to the other municipalities at an agreed upon rate for a given 
period. Ownership of property and hiring of employees is the responsibility of the provider municipality. The 
purchasing municipalities' responsibilities, and control of the program, are limited. If police service is purchased, for 
example, the purchaser may select the number and scheduling of hours for patrol, but probably will have very little 
control over selection of a new police chief or detective. The limited responsibilities of a purchaser may be 
attractive, however, for municipalities with limited time or resources. And, there is a definite advantage to buying 
services if the provider has a top-notch program. 

Joint Programs. The other basic organizational structure for an IGC Code agreement is a joint program which has 
shared ownership and control of the program. A council of governments, described in the next section of this 
chapter, is a special case of such an agreement. In a joint program, a committee (commission, board of officials 
representing each municipality is responsible for the oversight of the joint program. These municipal 
representatives may be members of the governing bodies, appointed citizens, or municipal staff. Regional police 
are usually under the direction of a commission composed of elected officials of the participating municipalities. 
Regional recreation programs are often overseen by a board of appointed citizens. Some regional programs are 
directed by a committee of municipal managers or secretaries. In any case, the final responsibility to join and 
continue in a regional program rests with each governing body. 

Additional Agreement Provisions.While the IGC Code outlines the required provisions of an intergovernmental 
cooperation agreement, many details related to a specific program are often overlooked. Some additional things 
you should consider putting into your agreement include: 

a. How (or if an additional municipality may join a joint program at a later date, including: 

1. whether approval of all participating municipalities, or a majority of the participating municipalities, or 
of only the joint board is required; and 

2. whether a “buy-in” is required for original start-up costs and whether these costs are fixed or 
depreciate over time. 
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b. How a municipality may drop out of a program while it is continued by others including: 

1. the amount of notice required (recommended: at least one year with the only time of leaving to be 
the end of a program’s fiscal year . 

2. whether any capital contributions are to be returned, including how this cash is to be obtained (sale 
of property, other participants and a depreciation schedule. 

c. The representation and voting rules. The most common and usually most successful is one 
representative and one vote per municipality. Other possible rules include a primary and alternate from 
each municipality (still only one vote if they are both present and two or three representatives (and 
votes for a larger municipality. 

d. In addition to the manner and extent of financing (Section 2307, item 4 in the IGCC provisions , a 
calendar for presentation, municipal review and input and adoption of a budget for each fiscal year. 
Suggestions for program financing are illustrated in Chapter III. 

e. The effective date of the agreement. This date should be coordinated with the anticipated dates of 
adoption by participating municipalities (including consideration of their respective dates of ordinances . 
This provision should also address whether all or a certain number of participating municipalities must 
approve the agreement before it goes into effect orwhether it is in effect in eachmunicipality as it is adopted. 

Agreement Preparation, Review and Adoption. Drafting an intergovernmental cooperation agreement appears 
to be a relatively straightforward task, but municipalities often find it takes much longer than anticipated to get 
from the initial idea of the agreement to properly enacted ordinances. A typical problem is illustrated in the 
following example. 

A study committee consisting of one elected official from each of three townships meets several times and agrees 
to recommend establishing a regional park operated by a regional parks and recreation board. Each township will 
appoint three representatives to the nine-member board and will share funding of the park's programs and 
development based on the population of the township. Since they are all in agreement and want to proceed 
quickly, they ask the solicitor of Township A to draft the necessary agreement and ordinance. The study 
committee members take the idea to their respective boards of supervisors and receive enthusiastic support. 

The Township A solicitor prepares the agreement and ordinance. Copies are presented to the Township A Board 
of Supervisors. Since the three townships all endorsed the idea, the board accepts the solicitor's draft agreement 
and ordinance, asks that it be distributed to the other two townships, and directs that it be advertised for adoption 
at the meeting to be held in two weeks. The solicitor does as directed and the board adopts the agreement by 
ordinance. All is in order up to this point. 

The night after Township A enacts the ordinance, Township B meets for the first time since the ordinance and 
agreement were sent to them. The Township B Board of Supervisors reviews the documents with their solicitor 
and finds that several key points have been omitted from the agreement. They request another meeting of the 
study committee to review the changes and additions needed. 

When the study committee reconvenes, Township A resists the changes (1 because changes will require 
advertising and adopting a new ordinance amending the one just adopted and (2 because they are convinced 
Township B's solicitor is just being picky. Township B is frustrated because Township A acted prematurely and 
now has a defensive attitude. The Township C study committee member doesn't know what to say yet because 
Township C's first board meeting on this subject is the next day. 

It is entirely possible that Townships A and B will agree to some changes, enact (or reenact the ordinance and 
wait for review and action by Township C. And, not surprisingly, Township C finds some additional revisions. If the 
whole idea has not collapsed by now (which it probably has , the townships have at a minimum started off on the 
wrong foot and used up many months and many meetings to complete the enactment of an agreement which 
they all accepted in principle. If we are working with five or ten municipalities, the process is all the more vulnerable 
to such a breakdown. 
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How are such problems to be avoided? The steps below outline a process which may seem longer than necessary 
but usually works out faster than the “quick” approach in our example above. 

a. Assign the drafting of the agreement to a professional staff person or solicitor familiar with the work of 
the study committee. 

b. Have the study committee review and revise the agreement as needed to implement the idea. 

c. Distribute copies of the draft agreement and ordinance to all municipalities for review by elected officials, 
staff and municipal solicitors. Comments back to the study committee should be requested by a specific 
deadline, a deadline far enough in the future to allow municipal officials to review and respond to the 
drafts. 

d. Make certain the study committee members follow-up with their municipalities to insure a complete and 
timely review. 

e. Have the study committee prepare a revised draft based on the comments received. If the changes are 
significant or controversial, additional review by the study committee and/or repeating step c. above may 
be required. Otherwise, the revised draft can now be distributed to each municipality and advertised for 
adoption with a relative assurance that all participating municipalities will enact the same agreement. A 
single, joint advertisement can be used for this purpose as long as the date and location of each 
municipality's action is included. 

As previously noted, the usual procedure for adopting an IGC Code agreement is to have the written agreement 
prepared as a separate document which is then attached to and enacted by a brief ordinance. The enacting 
ordinance should include the following elements: 

a. The title and date of the agreement. 

b. The names of participating municipalities. 

c. A one sentence summary of the purpose of the agreement. 

d. Authorization for the proper official (chairman or president to sign the agreement on behalf of 
the municipality. 

e. A statement that the agreement is attached to the ordinance and is made a part thereof. 

It is possible to incorporate the entire text of the agreement directly into the body of the ordinance. This approach 
is not recommended, however, because each municipality uses its own format for ordinances and agreement 
provisions are frequently rewritten to suit the format. This rewriting, often as innocuous as a change in punctuation 
or the repositioning of a phrase in a sentence, can inadvertently change the meaning of the agreement. When this 
happens, the participating municipalities in effect enact different agreements and a potential problem is created. 

The agreement document should have signature blocks for each municipality's authorized official (mayor, chair or 
president and for an attesting signature and seal by the municipal clerk or secretary. There should be the same 
number of original copies for authorized signatures as there are participating municipalities so that each jurisdiction 
will have an original signed copy of the agreement to attach to its ordinance. 

Councils of Governments 
Councils of governments or COGs are a special kind of IGC Code organization. COGs are general or multipurpose 
organizations. They are established to enable a group of municipalities to work together on whatever programs are 
in their mutual interest. COGs differ from the typical IGCC joint program in several ways. 

a. A COG has a broad responsibility. Not only may it oversee specific joint (IGCC programs, but it may be 
responsible for studying and proposing new joint programs and projects and for coordinating other 
municipal activities. 

12 



  
 

                  
   

          

                    
       

                 
                

    

                   
                  

                  
                 

                  
                
                    

                  

                   
               

                
                 

               
          

                 
                

   

  
               
            
                  
      

             

                    

                     

                   

                
               

                
                     

                   
                

 

INTERGOVERNMENTAL COOPERATION HANDBOOK 
Ju y 2018 

b. Several existing or proposed IGC Code agreements among COG municipalities can be included under the 
umbrella of a COG. 

c. No specific program must be undertaken. 

d. The COG board or council is almost always composed of elected officials. Other IGC Code programs may 
be overseen by either elected or appointed officials. 

A group of municipalities working together may start out with one or more IGC Code agreements and then 
establish a COG for oversight of these activities. Or, the municipalities may anticipate this cooperative effort and 
begin by organizing a COG. 

A council of governments is both a method of cooperation and a cooperative program in and of itself. A joint 
authority is only a hollow framework until organized as a joint sewer authority or joint transit authority. A general 
intergovernmental agreement is only a form of cooperation; we have to agree to do something. A COG, as we 
noted above, is established as a coordinating organization. It does this even if it does not provide specific 
programs. Thus, we find discussions of COGs both in this chapter on Methods of Cooperation and in the later 
chapter on Cooperative Programs. The reader interested in COGs should review the sections on COGs in both 
chapters. In this chapter, we focus on features of a COG to be considered when an IGC Code agreement is being 
drafted to form a COG. In Chapter IV, we explore some of the other aspects of a COG program. 

Since the IGC Code has no specific requirements for COGs other than those spelled out in Sections 2305 and 2307 
for all intergovernmental programs, the organization, form and procedures of a COG are determined by the 
participating municipalities. As with other IGCC agreements, there are a number of options for development of a 
COG. These features should be spelled out in the agreement. Agreements on terms for joining a COG, dropping 
out and budgeting must be included as for all IGCC agreements (see previous section: Additional Agreement 
Provisions . In addition, a COG agreement should address the following items. 

Membership 
Most COGs are organized as groups of municipalities. The municipality, not an individual person, is the member of 
the COG. The municipality's interest is represented by the representative(s or delegate(s and votes are cast on 
behalf of the municipality. 

Representation and Voting 
Each participating municipality will have one or more representatives (or delegates with voting rights as agreed 
upon. These representatives are generally elected officials from the municipal board/council. Having elected 
officials serve as COG representatives is often the best way for the COG to work as an effective coordinator 
among the municipalities. Some common arrangements are: 

a. One representative per municipality with each having one vote. 

b. One representative and an alternate from each municipality with one vote to be cast for the municipality. 

c. One representative and an alternate from each municipality with a vote for each (2 votes per municipality . 

d. All members of eachmunicipal governing body represent themunicipality with one vote for themunicipality. 

The last approach (d can be a great advantage and somewhat cumbersome. With all elected officials present, 
there are many fewer communication problems and many more ideas and opportunities for cooperation. But the 
municipal caucuses necessary to determine the one vote for each municipality can take space and time, especially 
for a large group of municipalities. This approach is usually best for a small group of municipalities (2 to 6 . On the 
other hand, the first approach (a is the most common because it is a smaller, more workable group and the 
municipal representatives are usually those most interested in COG programs. The choice should be made to meet 
local needs. 
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Relationship of COG to Other IGC Code Agreements 
Are all intergovernmental cooperation activities to be included in and replaced by the COG agreement, or are 
separate IGCC Agreements to continue? An advantage of the latter approach is that it may allow participation in 
the overall COG activities without requiring participation in a particular IGCC agreement. The best approach is to 
allow yourself the maximum flexibility. Set up the COG agreement so activities can be operated directly by the 
COG, but also allow for the possibility of separate IGCC agreements for individual programs. These may be 
necessary in particular where the terms of the COG agreement do not cover certain specific needs of the program 
proposed. An agreement supplementing the COG agreement is an alternative to a completely separate IGC Code 
agreement for the program. 

Bylaws and Election of Officers 
The COG agreement should specify the power to establish bylaws for the organization (rules of procedure, election 
of officers, meeting dates, call for special meetings, powers of the chair . If the election of COG officers is specified 
in the agreement (rather than deferred to the bylaws the best approach is the most general: specify the positions 
and terms of office but no limiting rules on reelection or rotation. When such specifics are locked into an 
agreement they often become hindrances rather than helping with the work of the COG. Rotation of the 
chairmanship among the municipalities is a good idea but should not be locked in through adoption of the 
agreement by ordinance. Keep your options open. 

The Directory of Pennsylvania Council of Governments lists more than 80 COGs or similar cooperative entities 
across the commonwealth. Some have been extraordinarily successful while others have had limited success. But, 
in all cases, inter-municipal cooperation and its benefits were achieved. If you are interested in joining the ranks of 
successful COGs, continue reading the section on Cooperative Programs in Chapter IV. 

Joint Authorities 
The Municipality Authorities Act (56 PA.C.S. 5601 et seq. authorizes the creation of municipal authorities by two or 
more local governments in section 5604. These are termed joint authorities. Joint authorities received their main 
impetus in the 1960's when the federal Environmental Protection Agency embarked on a program of 
regionalization of municipal sewage treatment facilities. Numerous joint sewer authorities were formed in order to 
qualify for EPA grants. In many cases, these joint authorities represented the first time neighboring municipalities 
had ever cooperated in a joint program of a large magnitude. 

Joint authorities are most often used when major capital investments are required. In addition to sewage 
treatment, joint authorities have been formed for water supply, airports, bus transit systems, recreation and 
swimming pools, solid waste collection and disposal and others. Joint authorities have well-established powers to 
receive grants, borrow money and operate revenue generating programs. The Municipality Authorities Act 
specifically enables authorities to sell bonds, acquire property, sign contracts and take similar actions. Handshake 
agreements do not convey such powers; IGC Code agreements do so only when the agreements are specifically 
drafted to do so. 

In contrast to the flexibility of IGCC agreements, joint authorities must be governed by authority board members 
appointed by the elected officials of the member municipalities. Once appointed, the decision-making power is 
vested in the board members. This can be a disadvantage in the view of some elected officials, since they may 
disagree with authority actions but have no control over those actions. 

More information on authorities is available in the DCED handbookMunicipal Authorities in Pennsylvania and from 
the Pennsylvania Municipal Authorities Association. 
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Other Methods of Cooperation 
In addition to the legislation enabling intergovernmental cooperation (IGC Code and joint authorities (the 
Municipality Authorities Act discussed above, there are provisions for intergovernmental cooperation in a number 
of other state laws. The enabling legislation falls into two categories. Some laws are found in Title 53 of the 
Pennsylvania Consolidated Statutes, Subpart D: Area Government and Intergovernmental Cooperation, the same 
subpart of the statutes that includes the IGC Code. Environmental Advisory Councils and Environmental 
Improvement Compacts are enabled in chapters 23 and 25 of Title 53 respectively. Since they are part of the body 
of legislation governing intergovernmental cooperation they will be discussed in this section. 

Other forms of intergovernmental cooperation activities are identified or enabled in specific state laws. These 
include code enforcement, libraries, planning, and purchasing. Two of these, joint purchasing and regional planning 
actually are addressed in both Title 53 and in specific state laws governing the subject. Because some or all of the 
enabling legislation for these programs is specific to the subject, descriptions of the programs are provided in 
Chapter IV, Cooperative Programs. 

Environmental Advisory Council 
Act 148 of 1973 authorized municipal governments to establish Environmental Advisory Councils, including regional 
EACs. This act is now part of the Pennsylvania Consolidated Statutes (53 Pa.C.S. §§ 2321-2329). 

This legislation enables municipal governing bodies to establish a multimunicipal EAC to: 

a. Identify environmental issues and recommend plans and programs to municipal agencies 

b. Make recommendations for the possible use of open land areas 

c. Promote a community environmental program 

d. Keep an index of all open space to obtain information on the proper use of those areas 

e. Advise local government agencies on the acquisition of property 

To form a multi-municipal EAC, each participating municipality adopts an ordinance establishing the joint EAC and 
appoints the same number of members, who must be residents of the community, to the Council. The EAC 
members elect the Chair. While the Act does not establish qualifications other than residency for appointment to 
an EAC, the recommended approach is to appoint local environmental experts to draw upon the home town talent 
of residents interested in community service and environmental issues. 

A multi-municipal EAC is an effective means for neighboring communities to collaborate on water resource 
protection, storm water, air quality, open space and greenways and myriad other environmental concerns that 
transcend municipal boundaries. The benefits of forming a multi-municipal EAC include: 

a. Building relationships between local governments in consideration of environmental issues. 

b. Helping municipal governing bodies, planning commissions and recreation boards consider the impacts of 
their decisions on natural systems that transcend municipal boundaries. 

c. Funding agencies looking favorably upon multi-municipal efforts. 

d. Eligibility for certain grants offered by the Pennsylvania Departments of Community and Economic 
Development; Conservation and Natural Resources; and Environmental Protection 

e. Recruiting environmental experts from a wider geographic area 

For sample ordinances and to learn more about multimunicipal EACs contact the Pennsylvania Environmental 
Council at 1-888-590-7844 and visit the Pennsylvania EAC network (www.eacnetwork.org.  
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Environmental Improvement Compacts 
The Environmental Improvement Compact Act was initially enacted by the General Assembly in 1972 (Act 39 . In 
1996 the General Assembly, through Act 177, codified the Act in the Pennsylvania Consolidated Statutes (53 Pa.C.S. 
§§ 25 1-2555). 

An EIC, when formed under the act, is empowered to deliver one or more municipal functions involving two or 
more municipalities. The Department of Community and Economic Development can provide assistance to 
municipalities exploring this concept. 

An environmental improvement compact is quite different from any other form of intergovernmental cooperation 
discussed in this handbook. Some of the key characteristics of an EIC include: 

a. An EIC must be created by referendum in the participating municipalities, not solely by action of the 
governing body. 

b. The EIC Board is directly elected by the citizens of the participating municipalities, rather than being 
appointed by municipal governing bodies. 

c. An EIC has corporate powers similar to those of a municipality, including the right of eminent domain. 

d. An EIC has the power to fix and collect property taxes up to two mills. 

Why would a municipality support the establishment of such an independent body as a means of 
intergovernmental cooperation? There are several possibilities. It may be desirable to separate the function, 
perhaps a controversial multi-municipality storm water management system, from control by individual municipal 
governing bodies. A separate tax for this purpose may be needed because of municipal tax limits or political 
realities. And, the mandate of a referendum may be needed to get the project started. An EIC may be just the 
answer for the thorniest problem. 
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III. Allocating Costs 

At first glance a chapter on allocating costs seems to be out of place in a handbook which presents ways to save 
money. However, we quickly recognize local government programs require money, often tax money, to deliver 
services to the citizens. When we combine municipal programs into joint programs, we save money over the cost 
of undertaking separate, duplicate efforts; but we still must allocate sufficient funds to operate the more efficient 
joint program. 

There is a broad range of options for allocating costs of programs. The best method can vary from location to 
location and from activity to activity. Some intergovernmental programs can be completely self-supporting; others 
have no income source other than municipal taxes. In many cases, a combination of funding sources is best for a 
given program. The two basic principles for determining cost allocations are: (1 to establish direct relationships 
between program revenue sources and program functions whenever possible and (2 to distribute municipal costs 
on the fairest basis for that program. The list of methods for allocating costs of joint programs offers a number of 
choices for local officials to select the one or ones best suited to a particular program or activity. 

Self-Supporting Programs 
The most common examples of completely self-supporting joint programs are joint sewer and water authorities. 
The authority boards can establish a rate structure sufficient to recover all costs and retire any outstanding debt. 
These authorities have a captive market; all potential customers must be part of the system. In this situation, a 
completely self-supporting system is assured, even including funding for major capital projects through issuing 
revenue bonds. 

Other joint activities that can be completely self-supporting include a code enforcement department and a solid 
waste authority. A building and housing code inspection program can support itself through building, fire and 
property maintenance permit fees. The fees have to be set by the participating municipalities at a rate sufficient to 
cover program costs. A joint solid waste authority, with municipal designation as the site for disposal of all 
municipal wastes, can establish tipping fees high enough to cover operational and capital costs. 

Income Producing Programs 
Many joint programs can produce substantial income through user fees, but cannot be assured of sufficient income 
to cover all costs. Recreation programs can charge for pool admissions and league basketball play; but they must 
temper the fee structure because overpricing the fees will force out the very citizens a public recreation program is 
established to serve. Joint libraries may not charge for regular lending materials (the Public Library Code requires 
free library services to receive state library funds but stiff overdue penalties and charges for ancillary services like 
copies and meeting room rentals can be income producers. 

Joint transit systems operate bus service in many of our communities. Fares from regular and special services 
generate revenues typically sufficient to cover only 50 percent or less of the operating cost of the system. Since 
state and federal grant programs cover most of the remaining capital and operating costs, the local municipalities' 
shares of operating such a program are only a small percentage of the total cost. 

Municipal Funding Choices 
In cases where some or all the costs of a municipal service cannot be supported by user fees, the use of municipal 
general funds is needed. This is true whether the activity is a local one or a joint one. Once the decision has been 
made to provide the service, it usually costs less to do it jointly rather than separately. 

When a program is to be jointly funded, the municipalities must decide which of the following choices is the fairest. 
Often a combination is selected to balance between differing opinions on what is fair. 
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Equal Shares. A joint program can be established where each municipality pays an equal share. This approach is 
best suited to situations where the participating municipalities are approximately the same size and receive 
approximately equal benefits from the joint program. Equal shares are often used as the way of allocating 
overhead costs of a program such as advertising costs for joint purchasing or administrative costs for a COG. 

Population. Each municipality's cost share for a joint activity can be based upon population. The municipality's 
share is equal to its percentage of the total population of the participating municipalities. This approach is most 
appropriate when the general population of each municipality is served evenly by the program. In other words, if all 
citizens benefit, all citizens should share in the cost through their taxes. 

An issue to be resolved when using population as a cost sharing basis is whether the decennial United States 
Census or annual estimates prepared by the US Census Bureau are to be used. The decennial Census is very 
comprehensive, but in areas where populations are changing it can be substantially out of date in a few years. The 
estimates are exactly that, very good but not exact. On balance, most municipalities decide to use the updated 
estimates to keep the figures as current as possible. 

One additional suggestion is in order. A little recognized aspect of the U.S. Census is that prisoners in county, state 
and federal prisons and students living on college campuses are counted as residents of the municipality where the 
prison or campus is located, not as residents of their home town. If a large prison or college campus is located in 
one of the municipalities, the participating municipalities must decide whether or not to include the prisoners or 
number of students living on campus in the population figure used to determine municipal shares of a joint 
program. Prisoners generally are not users or beneficiaries of joint municipal programs and it makes sense to 
exclude them from the count when determining municipal shares of a program. Students living on campus may 
have sufficient facilities provided on campus or may use the community facilities for recreation, library services, or 
police services. The question should be addressed early in the process of identifying the way to share costs of a 
given program to avoid “gotchas” at the last minute and potentially derail the program altogether. 

Assessed Valuation. The total assessed valuation of property in each municipality participating in a joint program 
can be used as the basis for allocating shares. Each municipality's percentage of the total assessed valuation for all 
participating municipalities is their percentage of the joint program costs. Total assessed valuation is a frequently 
used basis for allocating shares of joint programs because it is a measure of each municipality's tax base or its 
ability to pay. Shares are deemed to be fairly allocated if they approximate the relative fiscal resources of each 
municipality. As with population, shares on this basis will tend to be large for the more developed municipalities 
and small for the rural ones. 

It is important to note that the shares must be based on total assessed valuation, not on tax revenues. Using total 
taxes collected or total revenues as a basis for cost sharing in an inter-municipal activity is not a good idea. This is 
not an indication of a municipality’s ability to pay. Rather, it is an indication of a municipality’s scope of municipal 
services. For example, consider two adjacent municipalities with identical populations, tax bases, budgets and 
programs (police, public works, parks and recreation, code enforcement, fire protection, etc. with one exception: 
Community A has a library while Community B does not. Community A’s revenues/taxes collected include tax 
revenues to fund the library. Community B does not. As a result, the total revenues/taxes collected by Community 
A are several hundred thousand dollars higher than in Community B. This certainly does not indicate that 
Community A is any wealthier or has any greater ability to pay for a Regional Police Department than Community 
B. It is essential that the shares be based on the tax base, not the tax revenues. 

In addition, if the participating municipalities are in more than one county, the assessment ratios and base years are 
likely to be different. In these cases, participating municipalities must “equalize” the assessments using information 
from the Tax Equalization Division of DCED. 

Taxable Income. Gross taxable income is the base upon which municipalities may levy the earned income tax. 
Each municipality's percentage of the total gross taxable income for all participating municipalities is their 
percentage of the joint program costs. Gross taxable income is a measure of each municipality's tax base or its 
ability to pay. Shares are deemed to be fairly allocated if they approximate the relative fiscal resources of each 
municipality. As with population and assessed valuation, shares on this basis will tend to be large for the more 
developed municipalities and small for the rural ones. 
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It is important to note that the shares must be based on gross income of the municipality’s taxpayers, not on tax 
revenues. As with assessed valuation of property above, using total taxes collected or total revenues as a basis for 
cost sharing in an inter-municipal activity is not a good idea. This is not an indication of a municipality’s ability to 
pay. Municipal partners in a joint program, particularly home rule municipalities, may have different income tax 
rates resulting in differing tax revenues from equal tax bases. Using gross income of each municipality’s taxpayers 
is a consistent comparison regardless of the tax rates or tax revenue collected. Regional program shares should be 
based on this consistent basis. 

Using the income tax base is less common than use of population or assessed valuation, partly because not all 
municipalities collect this tax. While, in theory, this basis for sharing program costs could be used even if all the 
participating municipalities did not collect the tax, it would be awkward to do so. 

Use. In programs where the residency of users, the direct beneficiaries of a joint program, can be identified, 
municipal shares can be allocated in proportion to the number of these users residing in each participating 
jurisdiction. Users of a joint recreation program where registration is required can include their municipality or 
residence on the registration form. Borrowers of library books can be identified by municipality if their library card 
includes a municipal residence code. Numbers of riders on a transit system can be counted at each stop in each 
municipality. In each of these cases the number of users of the service can be identified for each participating 
municipality and municipal shares of the program costs allocated on the same basis. Paying on the basis of use is a 
popular approach. “We don't pay for it unless we use it” is a well understood and generally accepted approach. 
However, it is limited to those programs where direct users can be identified by municipality of residence. 

Basing municipal shares solely on use can also lead to some fairly wide variations in municipal shares from year to 
year as usage patterns shift. Sometimes these shifts reflect real changes in use patterns. Sometimes, however, it is 
just a temporary blip. For example a PennDOT road project in one municipality may make getting to the shared 
swimming pool less convenient one summer, resulting in fewer users from that area. If use is the basis of municipal 
shares, then the next year that municipality’s costs go down substantially based on the use formula. But in the 
following year the road project is finished and the use, and costs, go up substantially – but actually just back to the 
“normal” level. It is a good idea to use a 3 or 5 year rolling average of use to even out the peaks and valleys in 
municipal costs. 

Use can also mean hours of service or transactions per municipality for a given service. This is a commonly used 
approach in contract services. The providing municipality tracks the number of service hours for equipment use, 
police patrol, or a specialized employee and bills the purchasing municipalities based on the number of hours at 
the agreed-upon hourly rate. Or a municipality providing financial services, for example, to another can determine 
the cost sharing based on the relative number of payroll and other transactions as a percentage of the total 
workload of the staff. It is important to have prior agreement about the range of use (number of hours or 
transactions expected so that neither the provider not the purchasing municipality is surprised by the costs and 
payments due. 

Direct Taxes. In a few special cases discussed in the preceding chapter, direct taxation of property for a regional 
service is written into the state enabling legislation. This is the case for environmental improvement compacts. 
These taxes are separate from regular municipal property taxes and the limits imposed by the respective municipal 
codes. Most intergovernmental cooperation programs, however, do not have direct taxation as a revenue source. 

Other Possibilities. There are other ideas and possibilities for sharing of costs based on factors related to each 
cooperative program. For example, the costs of a cooperative planning program could be partially allocated on the 
basis of the area of the municipalities. Costs of park maintenance could be allocated on the basis of acreage. The 
cost of a snow plowing or police patrol could be based on road miles in each municipality. Levels of crime or 
needed police activity could also be used for regional police. 

There is no limit except the shared sense of the officials in the participating municipalities that the approach taken 
is the fairest for all participants. As officials meet to develop a cooperative program or service they should examine 
various measures of the municipalities’ ability to pay (assessed valuation, gross taxable income and the actual or 
potential use of the service to determine the most appropriate approach for a given service. And it is important to 
note that this can result in different approaches for different shared services among the same group of municipalities. 
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Examples of Cost Sharing 
This section provides several examples for allocating costs of programs. We will focus on programs that require at 
least some municipal funding. Funding for self-supporting water and sewer authorities is relatively self-explanatory. 

Shares of a Library Budget Based On Use. In our first example, we will determine the municipal shares of four 
municipalities, two townships a borough and a city, for the costs of operating a joint public library. Users of this 
library have library cards which show their municipality of residence and this location is automatically recorded each 
time a book is checked out. The use of the library by residents of the four municipalities is as follows on Table 1. 

TABLE 1 

Library Use 
Municipality # Books Checked Out % Books Checked Out 

Township 1 8,000 3 % 

Township   4,750 19% 

Borough  50 1% 

City 1 ,000 48% 

TOTAL 25 000 100% 

The library has annual expenditures of $300,000. The income for the library is derived from the following sources 
in Table 2. Note that the total municipal share is filled in last after all other income sources have been counted. 

TABLE 2 

Library Income 
Source Amounts 

State Library Operating Grant $150,000 

Fines for Overdue Books 4,000 

Sales of Old Books 6,000 

Rent of Meeting Room 10,000 

Donations 40,000 

Total Municipal Share 90,000 

TOTAL $300 000 

The allocation of the total $90,000municipal share among the participatingmunicipalities is done as follows in Table 3: 

TABLE 3 

Allocation 
Municipality % of Use Share of Budget 

Township 1 3 % $ 8,800 

Township   19% 17,100 

Borough 1% 900 

City 48% 43, 00 

TOTAL 100% $90 000 
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The municipal shares of this budget should change from year to year as use patterns or populations change. The 
borough may have very low use and cost because it is small or because it is relatively far away from the library. If 
its population grows or becomes more aware of the library's services, the use of the library by residents of the 
borough may grow and its share of the library budget will grow accordingly. 

Combining Assessed Valuation and Population. This example indicates how the total assessed valuation and 
population of the four participating municipalities can be combined to determine municipal shares of a program. 
For simplicity's sake, we assume equal weighting of assessed valuation and population. Other weightings such as 
2/3 assessed valuation and 1/3 population can be used but require some additional arithmetic to determine 
municipal shares. 

The first step is to determine each municipality's share of the total assessed valuation and population as depicted 
in Table 4. 

TABLE 4 

Municipality Share 
ASSESSED VALUATION POPULATION 

Municipality Amount % Number % 

Township 1 $ 50,000,000 1 .5% 3,000 15% 

Township   60,000,000 15.0%  ,000 10% 

Borough 110,000,000  7.5% 6,000 30% 

City 180,000,000 45.0% 9,000 45% 

TOTAL $ 400 000 000 100% 20 000 100% 

The second step is to average each municipality's percentage share of the total assessed valuation and population. 
If we had not assumed an equal weighting, an extra step would be required to add the weighting to each factor. 
The municipal shares are determined as follows using the percentages from the preceding Table 5: 

TABLE 5 

Averaging 
(A) Percent (B) Percent (C) 

Municipality of Assessed Valuation of Population Municipal Shares 

Township 1 1 .5% 15% 13.75% 

Township   15.0% 10% 1 .5% 

Borough  7.5% 30%  8.75% 

City 45.0% 45% 45.0% 

TOTAL 100.0% 100% 100.0% 

If we apply this formula to determine the municipal shares of the library budget in example one above, we would 
do so as follows in Table 6: 

TABLE 6 

Municipal Share 
Municipality Municipal Share (%) Share of Budget 

Township 1 13.75% $1 ,375 

Township   1 .5% 11, 50 

Borough  8.75%  5,875 

City 45.0% 40,500 

TOTAL 100.0% $90 000 
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Comparison of Examples. The municipal shares for a given program can vary widely based upon the method of 
calculating and allocating municipal shares. The $90,000 total municipal share of the library budget in our example 
can be allocated in many ways. Let's compare four, the two in the examples above, then using population and 
assessed valuation independently. 

TABLE 7 

Shares of Program Cost in Dollars Based On 

Municipality Use 
Calculated 

Municipal Share 
Assessed 

Valuation Only 
Population 

Only 

Township 1 $ 8,800 $1 ,375 $11, 50 $13,500 

Township   17,100 11, 50 13,500 9,000 

Borough 900  5,875  4,750  7,000 

City 43, 00 40,500 40,500 40,500 

TOTAL $90 000 $90 000 $90 000 $90 000 

Which approach is selected makes relatively little difference to the city, but the other three municipalities are 
definitely affected by the choice. The borough, which is relatively far away from the library and has few citizens 
who use it, pays 30 times more if the municipal shares are based on population rather than use. Township 2, with 
the fewest number of residents but a substantial shopping center adding to its total assessed valuation, pays much 
less if the shares are based on population alone. Both townships pay more for the library if the shares are based on 
use because they are closer to the library than the city and their citizens use the library frequently. 

The choice in each case is up to the participating municipalities. Use is often the fairest choice if the users' 
residence can be easily determined and counted. If not, a combination of factors is usually the best compromise so 
that people served and ability to pay is averaged. In our example above, the Borough would most likely refuse to 
participate at all unless use was the method of allocating shares. 

Budgets and Accounting 
This section illustrates some of the key budget and accounting issues for regional programs. 

Budgets. The timing and organization of the annual budget process for cooperative programs with municipal 
funding is important. A proposed program budget for the next year with thorough explanations of revenues and 
expenditures should be prepared by the end of August each year and forwarded to each participating municipality 
for feedback by a late September meeting of the program's board. At this meeting, the program budget for the 
coming year should be adopted and municipal shares of the program established in time for incorporation into the 
participating municipalities' budgets. This process assumes there is effective and quick communication among the 
participants. If there is any question, or if problems are anticipated, the process should be started at least a month 
earlier. Most municipalities meet only once or twice a month, so there are very limited opportunities for feedback in 
a 60-day period. 

A common negative reaction to the process described above is that it requires agreeing to municipal shares of 
regional programs before the final budget and tax rates for the next year are set by the municipalities. Some local 
officials argue that the process is backwards and that the regional programs' budgets should be set only after the 
municipal budgets have been completed and the amount of funds remaining for regional programs is determined. 

These officials' arguments are severely misdirected, however, and will lead a regional program to disintegration if 
followed. To illustrate the problem, following is an example of how not to prepare and adopt a regional swimming 
pool budget to illustrate the problem. 
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a. A very tight budget of $200,000 is proposed for a regional swimming pool for the next year. The 
municipal support of the pool under an IGCC agreement is shared equally by three townships. After fees 
and other revenues for use of the pool are deducted, the amount to be funded by the townships is 
$45,000, or $15,000 each. This budget amount is forwarded to the municipalities in October for inclusion 
in the township budgets. 

b. Townships A and B include $15,000 each in their budgets for the pool budget. But, Township C finds itself 
short of funds and appropriates only $7,500 for the pool. The three townships adopt their budgets in 
December incorporating these amounts. 

c. In January the pool authority meets again and faces a major dilemma. Township C has provided only 
50 percent of its share. Since the municipalities have agreed to equal shares, the choices are very limited 
and all are bad: 

1. Townships A and B can increase their shares to make up the shortfall caused by Township C. 

2. Townships A and B can decrease their shares to meet the lowest common denominator for equal shares -
Township C - and leave the already tight pool budget $22,500 short of its budget. 

3. Township C can raise its share to the original $15,000 but must now do so after it has set its tax rates and 
budget for the year. 

4. Townships A and B can agree to pay full shares of $15,000 and let Township C slide by at half price. 

None of these choices is acceptable. The process outlined earlier provides the opportunity for Township C in the 
example to make its concerns known in September, prior to final establishment of the total amount to be shared 
by the municipalities for the next year. Once these shares have been set, it is essential that the municipalities keep 
their commitments. The time for feedback and adjustments is earlier, not later. Municipalities must recognize this 
necessity of regional programs and plan their budget preparation accordingly. 

Saving Surplus Funds. If a regional program is able to save a few dollars during the year, do not require that the 
balance be returned to the municipalities at the end of the year. Instead, allow the funds to stay in the program's 
accounts, either as a way to reduce the next year's municipal shares or as an extra contribution to a capital or sinking 
fund for the program. If municipalities require the return of any surplus funds, those operating the program are 
encouraged by the potential “loss” of funds at the end of the year to spend the balance on less than essential items 
just to avoid the “loss.” Frugal people, when faced with such a loss, normally view it as wasteful (from the point of 
view of the program losing the funds and spend the funds on items they would not actually purchase otherwise. 

Cash Flow. Cash flow is often a problem for cooperative programs just as it is for municipalities. A joint program 
must have funds to cover the expenses as approved by the municipalities. Unless a program is budgeted in a way 
that it can carry forward a substantial amount to cover expenses at the beginning of the year or it can delay those 
expenses, payment of municipal shares must be scheduled to begin in early January. If payroll and operating 
expenses of a regional program must be met on a monthly basis, then the cash flow from the participating 
municipalities must be timely. 

Audits. An annual audit of each joint program's books should be completed by a qualified CPA to assure all 
participating municipalities and the public that the accounts are in order. The regional program portion of the 
municipal budgets of the participating municipalities is often viewed as someone else's responsibility by the 
auditors of the municipalities' accounts. The direct audit of the program's accounts fills this gap. The cost of this 
audit should be included as part of the program's budget. 
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IV. Cooperative Programs 

Nine programs have been selected for detailed explanations of how to set up and operate a cooperative program. 
Another twenty are briefly described. There are actually hundreds of possibilities for intergovernmental cooperation. 
The ones included here are those most frequently discussed by municipal officials across the commonwealth. 

Joint Purchasing 
The object of a joint purchasing program is to obtain the materials and equipment used in municipal operations at 
the lowest possible price, a price lower than that obtained by the municipalities working alone. Cost savings 
through joint purchasing are obtained in several ways: lower administrative costs; larger quantities which reduce 
unit costs; and greater purchasing expertise. Joint purchasing can be organized as either a joint program or a 
contract program. It also may be part of a COG program. 

Cost Savings. Joint purchasing spreads the administrative costs of advertising and preparation of bid specifications 
among the participating municipalities. The cost for each municipality is reduced because only one set of 
specifications is needed and only one set of bid notices is required. In very small municipalities this savings alone 
may justify the effort of a simple joint purchasing program. 

Purchasing in volume is generally the principle which draws municipalities together into a joint purchasing effort. 
Purchasing in volume is most effective if the amount purchased moves over a key threshold in terms of the 
product packaging sizes offered by the vendor. Very small municipalities may combine efforts to buy salt by the 
ton instead of the bag, or paper by the carton instead of the ream. Large municipalities working together may 
purchase dozens of police cars or personal computers. In any group of municipalities there are items that can be 
purchased more cheaply by working together. 

A joint purchasing program can also save funds by developing and utilizing the expertise of a purchasing agent, 
either a full-time person or the assigned duty of another staff person, depending on the size and scope of the 
program. This position can earn its keep by searching out additional goods or equipment purchased by 
municipalities which can be jointly purchased for less; by writing good quality specifications and estimates so that 
the number of rebids is minimized; and by acting as a “connector” between municipalities and other sources of 
goods, including the state piggyback purchasing program and federal surplus equipment sales. 

Organizing a Joint Program. Sections 2308 through 2313 of the IGC Code provide specific requirements for joint 
purchases. These requirements parallel those found in the respective municipal codes for establishing thresholds 
for requiring competitive bids, advertising, and compliance with the law. It is essential that the person(s  
responsible for the joint purchasing activities be familiar with these requirements in the Municipal and IGC Codes 
and the Commonwealth Procurement Code (62 Pa C.S. §§ 1 1 et seq.). DCED’S Purchasing Handbook is also a 
helpful resource. 

The IGC Code (section 2310 authorizes joint purchasing with private schools, parochial schools, private colleges 
and universities, and nonprofit human services, as well as all categories of local governments as defined in the 
IGCC: counties, cities of the 2nd, 2nd A and 3rd class, boroughs, incorporated towns, townships, and school 
districts. The Commonwealth Procurement Code, Chapter 19: Intergovernmental Relations also enables joint 
purchasing. In addition to the partners for joint purchasing authorized in the IGCC, the Procurement Code adds 
public authorities, public health institutions, and nonprofit fire, ambulance and rescue companies. The addition of 
authorities is important since municipal authorities are not included in the IGC Code. 

A joint purchasing program should be established through an IGC Code agreement. In addition to the general 
terms of the agreement as specified by the law, a joint purchasing agreement should include a specific agreement 
that the municipalities will not bid separately any item bid jointly for a period of at least 90 or 120 days after the 
joint bids are received. A longer period of six months or a year is even better. This provision is necessary to prevent 
bid shopping, a shortsighted action which undercuts and quickly ends any joint purchasing program. Bid shopping 
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occurs when the second or third place vendor on a joint bid approaches a participating municipality and suggests 
that if the municipality drops out of the joint purchase and rebids, the price offered will be lower than the joint bid 
price. The vendor sees this as a chance to get at least some of the business lost on the joint bid and at a price only 
pennies below the already known joint purchase price. The municipality sees this as a way to save a few extra 
dollars over the joint bid price. However, as soon as vendors realize their bids will be undercut they will no longer 
offer this best price for the joint purchase because they will have to become part of the rebid group, undercutting 
their own bids to keep the business. 

Costs of a joint purchasing program fall into two categories: (1 the cost of the equipment and materials purchased 
and (2 the cost of administration (advertising, bid specification preparation and copying. The costs of equipment 
and materials are paid directly by the purchasing municipality. The joint bid specifications should include how 
goods and equipment are delivered directly to or picked up by the purchasing municipality and paid for directly to 
the vendor. The costs of administration are most easily distributed on an equal basis but other options such as 
percentage of total purchases or other methods for allocation of costs illustrated in Chapter III can be used. If the 
municipalities participating in a joint purchasing program also participate in a COG, the administrative costs of the 
purchasing program can be included in the COG dues or administrative budget. Municipal officials should note that 
these administrative costs are not new costs even though a new allocation for the joint purchasing program may 
be needed. The administrative costs are paid whether bids are separate or joint, and the cost per municipality is 
lower for the joint bids. 

There are a number of work tasks that need to be assigned in a joint purchasing program. These tasks include: 

a. Preparation of specifications. 

b. Preparation and placement of bid notice in newspaper(s . 

c. Direct contact with expected bidders to solicit bids. 

d. Deciding where and when the bids are opened and by whom. 

e. Review of bids for compliance with specifications and bonding. 

f. Award of bids (municipal council/board action or joint . 

g. Notice of award to successful bidder. 

h. Return of bid bonds to unsuccessful bidders. 

A joint committee of one official from each participating municipality can be established to complete or assign 
these tasks. If a COG is in place, this can be a COG function. The actual work can be done by the committee or 
COG members, municipal employees or COG staff, if there is one. If a participating municipality or COG is large 
enough, there may be a full time purchasing agent or a staff person with expertise in purchasing. 

The Lead Municipality Option. The municipal codes and laws governing municipal purchasing (IGC Code and 
Commonwealth Procurement Code allow one municipality to purchase goods and services from another without 
bidding. These laws recognize the “provider” municipality has already had to advertise bids for these goods and to 
repeat the process for an inter-municipal sale is redundant and unnecessary. 

If one municipality has a purchasing officer or other purchasing expertise, smaller neighboring municipalities can 
arrange for the lead municipality to purchase extra materials or supplies and then, for a small additional fee, 
purchase those goods from the lead municipality. The fee provides a partial reimbursement to the lead municipality 
for its administrative costs while the smaller municipalities gain the advantage of bulk purchasing. This kind of 
system requires the lead municipality to have sufficient storage space for goods not yet picked up by the other 
municipalities (such as a big salt shed or a large office supplies storage room.  
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Often a lead municipality arrangement for purchasing is set up on a handshake agreement but an IGC Code 
agreement is recommended. Typically, a special committee or other organizational structure is not needed and all 
of the work tasks noted in the previous section are completed by the lead municipality. This approach is often 
easier to get started than a joint program, but its scope and control rests solely with the lead municipality. 

The County Piggyback Option. Section 2309 of IGC Code provides the power and procedures for a county to set 
up a joint purchasing system, allowing the municipalities of the county to “piggyback” on bids and purchases of 
the county. This system is very similar to the state COSTARS purchasing system or the lead municipality system 
outlined in the preceding section. This option is particularly appropriate for counties where a number of small or 
rural municipalities can be assisted by the county. Municipal officials should bring this possibility to the attention of 
the county commissioners in their county. 

Additional Suggestions for Joint Purchasing. There are a number of additional ideas which will help a joint 
purchasing program get started and keep moving. 

a. The program must be proactive. If you sit back and wait for municipalities to say what joint purchases 
they want to make, there will be few suggestions and fewer purchases. 

b. A long lead time is needed. It takes time to put together specifications, ads, amounts for each municipality 
for a bid. If a municipality waits until it needs the goods, it's too late. 

c. State bids are often very good. The Pennsylvania COSTARS program often has excellent prices on many 
items. A joint purchasing program should guide municipalities to that source when the price is right, 
rather than trying to compete on every item. The point of the program is low prices not turf protection. 

Police Services 
Inter-municipal provision of police services constitutes one of the most important, and one of the most difficult 
intergovernmental cooperation projects. There are several basic approaches to sharing police services: 

a. A regional police department: A police department that serves two or more municipalities and is under 
the joint control and direction of the participating municipalities. 

b. Contracted police services: One municipality operates a police department and one or more other 
municipalities purchase police services from that department. 

c. Cooperative support services: Municipalities maintain their separate police departments but work 
together on one or more police activities ranging from a centralized detectives bureau to police records, 
testing, and training, and to simply establishing written mutual aid protocols. 

The following sections will present a discussion of each of these areas of intergovernmental cooperation for 
provision of police services. Readers should note that in addition to this Handbook, there are two other DCED 
Handbooks which provide information on shared police services: Regional Police Services in Pennsylvania and the 
Solicitor’s Handbook. The emphasis in both of those handbooks is on regional police departments, with relatively 
little attention given to contracted police services or centralized support services. Consequently, this handbook will 
defer most of the detailed discussion of regional police services to those resources and provide an overview. 
Following that overview of regional police will be discussions of contracted police services and cooperative 
support services. 
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Regional Police Department 
A regional police department serves two or more municipalities and is under the joint control and direction of the 
participating municipalities. Typically, a joint police commission or other body of elected officials from each 
municipality oversees the department; the chief of police reports to this commission, not to the individual municipal 
governing bodies or municipal managers. 

A regional police force is an important undertaking. Police costs are often among the largest municipal 
expenditures, rivaled only by public works in annual appropriations. This means the potential savings in police 
service costs are relatively larger than those in other services where total costs are less. 

Quality police service is critical. Laws are complex. Court directed procedures must be followed to the letter. 
Citizens have the right to expect fair and professional treatment. The safety of our communities requires 
professional police services. Only well qualified, properly trained professional police officers with proper supervision 
and equipment can provide the level of service required. For many smaller municipalities, the only way to achieve 
such quality is to join together with their neighbors to establish a regional police force. 

The formation of a regional police force sometimes can be a difficult process. There are a number of serious issues 
to be addressed when forming a regional police force; but, these often become intertwined with emotional and 
political issues. Community residents express concern about losing their own police and being overrun by 
“outsiders.” Police officers and police chiefs fight against a perceived loss of authority and autonomy. Mayors and 
council members, supervisors and commissioners argue that they will lose control. Public meetings can become 
boisterous mob scenes packed by relatives and friends of local police officers. 

In contrast to joint purchasing and equipment sharing, regional police services involves people. The officers in 
existing departments are usually local residents. The services provided by police are people-oriented. Therefore, it 
is essential that any attempt to provide regional police services be sensitive to the needs of the people concerned, 
police officers and residents alike. Discussions must be open to the public and open to input from police officers 
and residents. Closed sessions breed suspicion, rumors, bad press, and the likely failure of the attempt to provide 
joint police services. Early and thoughtful attention to peoples' concerns can usually result in a constructive 
dialogue and a successful program. The Regional Police Services in Pennsylvania Handbook provides a detailed 
outline of the study process to follow when municipalities wish to consider regional police. 

Benefits of Joint Police. There are numerous benefits to joint police services. The advantages of intergovernmental 
cooperation spelled out in Chapter I: “Why cooperate?” describe in general terms why communities will benefit 
from joint police. In the next few pages, we will illustrate how those general principles apply to police services. 

a. Effective Use of Police Personnel: Several adjacent municipalities may each have a need for police 
protection, both for incident response and for preventive patrol. With separate municipal police 
departments, each must put an officer on the street at the time needed, even if the number of incidents is 
relatively low. That means four officers to cover four municipalities at the same time. If the four 
municipalities are combined into one regional police department, two or three officers may be sufficient 
to respond to all incidents and provide the necessary preventive patrols during the time period. 

b. Full-Time Coverage: Smaller municipalities can join together to approach or reach full time (24-hour  
police protection not otherwise available. It takes approximately five full-time officers to cover the 168 
hours in a week, when vacations and other non-patrol time (training, paperwork are considered. For 
example, one small borough with three police officers and three adjacent townships, each with one 
officer, together often have three or four officers working at the same time and leave many hours of the 
week uncovered. A joint force of five officers will permit full time coverage in all four municipalities. 

c. Continuity of Coverage: In small departments where there is only one officer on patrol at a time, a 
vacation or sick day, or training that takes the officer off patrol, leaves the municipality “uncovered” for 
that shift. Three separate four-officer departments are each able to provide nearly full-time service, but 
they are stretched very thin. If one officer is sick, the municipality goes uncovered or another officer must 
work a double shift. The service to the municipality is either one officer or none. If the staff of the same 
three departments is combined, they may routinely put three officers on patrol. If one is sick, two remain. 
The service to the individual municipality is either one officer or two-thirds of an officer's time, a far better 
service than the “one or none” option of the separate departments. 
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d. Scheduling Flexibility:When a municipal police force of four or five officers is stretched to provide 
24-hour coverage, there is very little flexibility in scheduling to provide extra coverage at peak times such 
as Friday and Saturday evenings. Overtime is one option, but that produces higher costs and overtired 
police officers. A combined force providing regional police services for three or four municipalities can be 
large enough to gain some scheduling flexibility to focus on peak incident periods and to provide extra 
patrols in problem areas. 

e. Patrol Backup:Most police incidents in our smaller and mid-sized communities can be handled by one 
officer. For many municipalities, the department is only able to put one officer on the street at any given 
time. This level of service meets the need for most incidents. However, when an officer needs assistance it 
must be available on short notice. A regional police department with two or three officers on patrol at any 
given time can provide that backup; separate departments where the officer is on solo patrol cannot. 
Police officers who are confident that assistance is available when needed are likely to be better officers. 

f. Career Opportunities: Small, separate municipal police departments offer few opportunities for 
advancement. It is difficult to recruit and retain quality police officers in a dead-end position. A regional 
police department is somewhat larger and can provide the opportunities for promotions and 
advancement sought out by career-oriented officers. 

g. Specialization: In contrast to smaller municipal departments, a regional police department can offer 
opportunities for police officers to specialize in various aspects of police work, including criminal 
investigation, traffic accident investigation, juvenile, community relations, crime prevention and police 
training. This specialization is an advantage for both the officers and the department. Certain officers will 
find the possibility of specialization an attractive career opportunity. The department's overall 
performance and capabilities increase with the increased skills of the specialists. The community benefits 
from both better officers and a more capable police department. 

h. Reduced Liability:One of the most serious risks of litigation facing municipalities is the liability arising 
from poor police work. Improper use of firearms, inappropriate high speed chases, unnecessary use of 
force and violations of civil rights are all problems which occur far more often than recognized. Adequate 
insurance coverage and proper police supervision are necessary to minimize this risk, but the basic need 
is to hire quality people and train them properly. A municipality failing to screen police candidates 
carefully enough can be found to have been negligent if an officer abuses the powers of his position and 
such abuse could have been predicted. An inadequately trained officer who shoots a passerby at a crime 
scene creates a tremendous legal liability for the municipality. A regional police force has a greater 
capability than smaller, separate departments to recruit quality people in the first place and train them 
properly, thereby reducing the risk exposure of the municipalities. 

i. Eliminate Redundancy: A regional police force can reduce redundancy of both personnel and equipment. 
Four municipalities with small, separate departments must each own a patrol car. A combined force that 
puts two officers on the street at a time can have two patrol cars in service and a backup and still need 
one less car overall for the four municipalities. Two eight-officer departments may both have underutilized 
criminal investigators. A regional police force can eliminate this redundancy by keeping one investigator 
and returning the other to patrol or switching the second officer to another specialization. 

j. Improve Equipment: Small police departments seldom have budgets of sufficient size to be able to 
purchase up to date computers, investigator's equipment, video camera systems for interrogations and 
accident investigations, specially equipped vans for on-site investigations and other tools of modern law 
enforcement. The combined purchasing power of a larger, regional department serving the municipalities 
will enable some of these services to be provided where they would otherwise be unavailable. 

k. Area wide Investigations: Criminals have no respect for municipal boundaries. A burglar can easily move 
from city to borough to township. A standard “modus operandi” or M.O. may be observed by a single 
investigator checking all the crimes. Separate investigations could miss the connection. If the connection 
is a key to solving the crime, a regional police department investigator will find the answer, while separate 
investigators might miss it. 
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Organizing Regional Police Services. Joint police services should be organized under the provisions of the IGC 
Code. A handshake agreement is far too casual for such an important service. Police service is not an authorized 
function for a joint authority. A number of key issues in addition to a standard IGCC agreement need to be 
addressed in the process of establishing a joint police force. Each of these should be incorporated into the IGCC 
agreement or the authority to address such issues delegated to a body to make such decisions for the department. 

a. The Police Commission: A key component differentiating a joint police force from contract police 
services is the police commission. Typically, this commission consists of one elected official (township 
supervisor or commissioner, borough council member or mayor, city council member or mayor from 
each participating municipality. The police commission is responsible for hiring the police chief, approving 
the budget (subject to municipal appropriations , establishing policies and overseeing the activities of the 
department. This commission exercises the control of the police function for the participating 
municipalities. Appointment of each municipality's member on the commission can be done only by the 
municipal governing body. The appointment is usually made for one year at the annual organization 
meeting although longer terms can be agreed upon. Reappointment should not be prohibited and, in fact, 
should be encouraged for active commission members who make a significant contribution to the 
development or success of the program. 

b. The Department Location: The ideal location for a regional police department is near the center point of 
the municipalities served, on or near major arterial roads in the area, and, if economically feasible, in a 
building separate from any existing city, borough or township municipal building. The reasons for a 
central location and good road access are easily understood. The reason for a building separate from any 
individual municipality's building is less obvious but just as important. If a regional police department is 
located in a township building, it may be perceived as that township's department by the citizens in all the 
participating municipalities. Unless balanced by effective public relations, signs and department logos, this 
perception will undercut the idea of shared control of the regional police department and contribute to 
citizen dissatisfaction in the municipalities where the department is not located. If affordable, a separate, 
independent location for the regional police department is generally more acceptable to all participants. 
And, since the “host” municipality should receive rent if an existing municipal building is used, the 
purchase or rental of a separate facility may not cost much more. 

c. Department Personnel: If one or more municipal police departments already exist among the 
municipalities forming a joint police department, decisions must be made about whether and how these 
personnel will be included in the joint department. It is possible to automatically include all existing 
officers. Minimum standards should be established for each officer joining the new department. These 
standards might be somewhat relaxed for existing officers as compared to new recruits to give credit for 
time served. 

Provisions for officers transferring to the joint department should include credit for vacation and sick 
leave, time in grade and seniority. Differences among personnel rules in the departments joining the 
regional force will have to be reconciled. 

Ranks in the new department, including the chief, should be based upon applications, testing and a formal 
selection process. Ranks in old departments should not be transferred. This approach will assure that the 
leadership in the joint department is the best available. 
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Allocating Costs. A regional police force will have a significant budget. The total size of this police budget might 
even be larger than a small municipality's total budget, but the municipality's share will be less than the cost of 
providing this same level of service on an individual basis. The budget should show all department expenditures 
and income including grants and how each municipality's share has been calculated. 

a. Operating Cost Sharing:Municipal shares of regional police services are most often distributed on the 
basis of patrol hours. A municipality with 29 percent of the total hours of police patrol in a year should 
pay 29 percent of the total municipal shares of the budget (total expenses minus non-municipal income . 
This approach assumes that over the year overhead personnel and costs such as investigators' time, 
supervisory time, vacations and sick leave, secretarial/clerical support, patrol cars and equipment are 
distributed in the same proportion as the patrol time. The scheduled patrols (and municipal shares can 
be adjusted from year to year based upon the frequency of incidents and need for preventive patrol in 
each jurisdiction. 

b. First Year Costs: The costs of the first year of operation of a regional police program require some special 
considerations. There may not be sufficient information in all municipalities to project the distribution of 
patrol hours accurately. First year shares may be based on one or a combination of the choices noted in 
Chapter III until patrol data is available. There may also be start-up costs such as patrol cars, equipment, 
computers, and uniforms; anything not already owned by the joining municipalities but needed for the 
operation of the department. Municipal shares of start-up costs may be allocated for the total costs of all 
needed materials and equipment, with a credit for the fair current value (as determined by an 
independent appraisal of any existing municipal equipment transferred to the joint police department. 

c. Pension Funds: Existing municipal police pension funds can be transferred in their entirety to the regional 
police department. No benefits can be taken away from an existing plan. The member municipalities must 
jointly pay the minimum municipal obligation to the joint pension fund. These annual payments can come 
from state pension fund appropriations and, if needed, employee and/or municipal contributions. If there 
is any unfunded liability in a municipality's fund prior to the merger, its funding should be negotiated as 
part of the merger agreement. This liability could be offset by other assets the municipality is contributing 
to the joint police department or paid directly by appropriations from that underfunded municipality. If 
there are civilian employees of the department (secretary or dispatcher they must be placed in a 
separate pension plan. 

d. Capital Costs: A capital expenditure, in particular for a police station, may be part of the program. If it is, it 
may be funded either by initial municipal appropriations (shares determined by a method or combination 
of methods from Chapter III, or financed over a period of years with annual payments as part of the 
operating budget. Use of financing allows capital costs to be paid in proportion to the distribution of 
police service in each municipality, but this method adds interest payments. A transition period of three to 
five years in temporary quarters may provide sufficient time to accumulate funds through annual 
appropriations for a capital facility. 

e. Budget Savings: Budget economy should be encouraged by permitting any savings of appropriated 
funds to stay with the regional police department. These funds can be set aside for special projects 
approved by the police commission or to serve as an emergency reserve. If the municipalities require the 
return of unused funds, the likely response will be increased year-end spending to use up all available 
funds before they are “lost” and to justify an increased appropriation for the next year. The ability to save 
these funds discourages year end budget games. 

Getting Started. Consideration of a possible regional police department should be thorough and deliberate. The 
assistance of the Department of Community and Economic Development or a consultant with experience in joint 
police services should be obtained to help with the process. The consideration of a regional police force takes time. 
Using a private consultant also requires municipal funds. But, expert advice is essential if a regional police force is 
to succeed. The Regional Police Services in Pennsylvania handbook provides helpful detail on the study process 
and the Department of Community and Economic Development can provide additional assistance. 
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Contract Police Services 
In the preceding section we explored the concept of a regional police force; in this section we will review the 
second major approach to regional police: contract police service. The benefits of joint police are essentially the 
same as for contract police services. In the remainder of this section we will explore how a contract police service 
differs from a joint police force, how a contract service should be set up and how costs should be determined. 

Difference between Regional and Contract Police Service. The essential difference between joint and contract 
police service is in the organization of the body responsible for the direction and control of the department. 
Regional police forces are overseen by a joint commission. Contract services remain under the control and 
direction of the municipal governing body providing the service. Any degree of shared control of budget approval, 
appointment of the chief, or other major policy matter is up to the providing municipality. 

a. Advantage of Contract: The basic advantage of a contract is that it can be established somewhat more 
easily than a regional department. Expansion of an existing department, with a chief, supervisory 
personnel, trained patrol officers, equipment, a facility, policies and procedures all in place is far less 
complex than starting from scratch to create a whole new department. 

b. Disadvantage of Contract: The disadvantage of a contract goes hand in hand with its advantage. The 
control of the department rests solely with the municipality that provides the service. Any input on 
budget, selection of the chief, or department policy is accepted only at the discretion of the providing 
municipality. Usually the providing municipality is open and responsive to input from municipalities 
purchasing service. If they are not, the purchasing municipalities are not likely to continue to purchase 
services. However, even an open relationship is often subject to perceptions that the control exercised by 
the providing municipality is exercised to the disadvantage of the purchasers. Many municipal officials are 
not comfortablewith this perception and prefer to have a direct vote on the control of the police department. 

Organizing Contract Services. Contract police services should be set up under the provisions of the IGC Code. In 
addition to the general provisions of an IGCC agreement, the issues of service scheduling, program input, existing 
departments and costs must be addressed. We will examine the first three in this subsection; cost allocations will 
be reviewed in the next. 

a. Service Scheduling: Typically, a contracting municipality purchases a specified number of hours of police 
service per week. These hours may be all scheduled on a regular basis such as 8:00 a.m. to 4:00 p.m., 
Monday through Friday, or 2:00 p.m. to 2:00 a.m., seven days a week. Or, the agreement can be to 
provide a set number of hours per week for preventive patrol and incident response with the exact 
schedule to be set by the chief based upon incident times and personnel schedules. The approach must 
be set by the participating municipalities. It is limited by the size and scheduling flexibility of the providing 
municipality, and also the need to provide service in usable blocks of time rather than just minutes here 
and there. 

The agreement should specify that patrol time in the purchasing municipality means time actually spent 
on active patrol or incident response, or on directly related administrative duties such as completion of 
reports and appearances in court. If the directly related administrative duties are not included in patrol 
time, the time (and cost should be determined and included as an overhead expense. Times not usually 
included in patrol time are holidays, vacation, sick leave, and training. When excluded from patrol time, 
these must be included in the overhead costs. Under this approach, the purchasing municipality will 
always have the agreed-upon hours of service actually provided. The providing municipality will “absorb” 
the vacation, sick and other non-patrol time for all personnel, including those assigned to the purchasing 
municipality, and will recover the cost of this time through overhead charges. Most often, the patrol 
service provided to the purchasing municipality is less than 24 hours per day, seven days per week. The 
contract should spell out how to count time spent responding to incidents outside regular hours or when 
an additional officer is needed. If the schedule is at least somewhat flexible, extra-hours response time can 
be deducted from the regular hours to be provided during that week. 

The time of backup officers can be handled in one of several ways. With flexible scheduling, the hours can 
be deducted from the regular hours of service to be provided. Or, the patrol officer in the purchasing 
municipality can be made available for backup in the providing municipality while still on “contract time,” 
a mutual aid approach. Or, the backup time can be included in overhead costs. The first approach is 
usually recommended. 
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b. Program Input: A contract police service has no joint police commission to direct the police force; this is 
the responsibility of the providing municipality. There is a need, however, for a coordinating mechanism 
for discussing the level of service, working out hours and scheduling, and discussing costs for the next 
years’ service. This group can be at either the staff or elected officials level. If the municipalities have 
managers, this duty can be assigned to them. If the providing municipality has a committee of the 
governing body responsible for oversight of the police department, the purchasing municipalities can be 
invited to appoint a liaison to this committee. Or, a special committee of elected officials can be established 
for this purpose. For example, three cooperating boroughs might appoint their mayors to this committee. 

c. Existing Personnel: If the contracting municipality already has police officers, the question of their 
eligibility for joining the providing municipality's force must be determined. The issues are similar to those 
for a joint police force, but are subject to the regulations of the providing municipality. Ordinarily, the 
providing municipality should not lower its standards to accept underqualified officers from the 
purchasing municipalities, although exceptions might be considered in special cases. 

As a rule, transferring officers do not bring with them any rank above patrol officer, although special 
arrangements can be agreed upon in exceptional cases. It must be recognized that these cases 
constitute a bypassing of normal competitive promotion procedures and may frustrate officers in the 
providing municipality. Transferring officers should receive credit for time in service for pension, 
vacation and sick leave. The issue of transfer of seniority must be considered carefully since it will affect 
officers in both departments. 

Allocating Costs. There are several steps to allocating costs for contract police service. The first, and most 
important, is to distinguish between marginal and total costs. When total costs are determined, their hourly rates 
can be fairly set. 

a. Marginal Costs Are Misleading: A common mistake in determining the cost of contract police services is 
to consider only the marginal costs when pricing the service. The marginal cost is the added salary, 
benefits and equipment for an officer added to the police force to cover the extra hours required for the 
contracting municipality. On the surface, this is all the new expense anticipated by the providing 
municipality and it makes the hourly rate very attractive to the purchasing municipality. After some time 
passes, however, the providing municipality realizes it is providing fill-in officers for sick and vacation days, 
none of the secretary's or records clerk's time is included, and ten percent of the chief's time is spent 
working with the contracting municipality. When these costs are finally recognized, the service provider 
attempts to raise the price of service to cover the real costs. The purchasing municipalities cry foul! 
Officials from these municipalities conclude they were “low-balled,” or suckered into giving up their own 
police forces to buy lower-priced contract services, and then when it is too late or at least very difficult to 
restart their own services, the ante is raised significantly. A crisis results and either a compromise is 
worked out which really satisfies no one or the effort fails altogether. In the long run, both provider and 
purchaser are well served only if the true costs of the service are understood and paid from the 
beginning. 

b. Determining Total Costs: The following checklist of police costs illustrates the areas that should be 
covered when determining the total cost of police services. Most of these should be in the police budget; 
some are located elsewhere in the typical municipal budget. 

1. Salary Costs 

(a  Officers 

(b  Supervisors 

(c  Police chief 

(d  Specialists (detective, juvenile, community relations, K-9  

(e  Support personnel (secretary, records clerk, and dispatcher  

(f  Overtime 
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2. Paid Benefit Costs 

(a  Health insurance (including eye care, dental, prescription  

(b  Disability insurance 

(c  Life insurance 

(d  Pension 

(e  Workers compensation insurance 

(f  Unemployment compensation premium 

(g  Employers FICA or Medicare payment 

3. Operating Costs 

(a  Personal equipment (weapons, radios, flashlights  

(b  Uniforms 

(c  Administration (forms, copies, postage, phone  

(d  Training 

(e  Insurance (police & general liability; automobile; theft; fire  

(f  Vehicle maintenance 

(g  Gasoline 

4. Capital Equipment 

(a  Vehicles 

(b  Office furniture 

(c  Special equipment (computers, video equipment  

5. Non-Police Department Overhead Personnel 

(a  Recruitment (advertisements, testing  

(b  Administration (payroll, accounting, purchasing  

(c  Management 

(d  The indirect or overhead costs of these personnel in (5 (a – (5 (c above. 

6. Facility Costs 

(a  Utilities (electric, gas, water, sewer, garbage  

(b  Janitor 

(c  Fair rental value of space 

c. Determining Hourly Cost:Once the total cost of the department's operation has been determined, the 
method of distributing these costs must be agreed upon. If the police “product” is regarded as patrol and 
incident response, then total departmental costs as determined above should be divided by total hours of 
patrol time per year to determine the hourly costs. The total hours of patrol time should be actual hours, 
not scheduled hours. If scheduled hours are used, the providing municipality is stuck with filling in the time 
of sick leave, vacations and other time off. In the suggested approach, the purchasing municipality pays 
for all such costs as overhead and is therefore entitled to 100 percent of the contracted hours of service 
with no breaks for vacation and sick leave, and no extra charge for detectives, community relations or 
other specialized work. 

d. Determining the Annual Amount of the Contract: The annual amount of the contract is a function of the 
hourly cost for patrol and incident response and the number of hours of police service to be purchased. 
The number of hours can be set on a per day, per week, per month or per year basis. The shorter terms 
give more direct control of the police schedule to the contracting municipality, but are less flexible. The 
longer terms give the police chief more freedom in scheduling to meet peak incident periods. 
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The contract should be reviewed and adjusted on an annual basis. It should provide that salary increases 
and changes in costs for the providing municipality may be used to adjust the hourly rate. This should be 
done in a timely manner so the contracting municipality can anticipate the impact on its budget. The 
contract should also provide for changes in the number of hours of police service purchased by the 
contracting municipality to meet rising or declining needs for service. The number and times of reported 
incidents are usually the best indicators of this need. These changes should be made in a timely manner 
so the providing municipality can anticipate any increases or decreases in personnel needed to provide 
the new level of service. 

It is essential that there be regular discussions throughout the year between the providing and 
contracting municipalities on the issues of cost per hour and number of hours of service to be provided. 
The IGCC agreement should establish deadlines for notice. The spirit of the discussions should be such 
that there are no “surprises” on the last day before the deadline. 

Cooperative Police Support Services 
For municipalities that do not join regional police departments or contract for police services, there are still 
numerous opportunities cooperate in the provision of police services to their residents. This section will illustrate 
some of those possibilities. 

Centralized specialists. Existing police departments can expand their capabilities by working together. These 
expanded capabilities generally come in the form of specially trained police officers or civilian support staff. 
Examples include detectives, hostage negotiators, crime scene investigators, K-9 teams, information technology 
(IT specialists, and accident scene reconstruction specialists. Each specialist requires appropriate training. These 
specialists can be organized to serve the participating municipal police departments in several ways: 

a. Creation of a joint bureau for the specialty. This bureau can be set up as an independent body, overseen 
jointly by the participating municipalities, either through a commission of elected officials or a committee 
of the police chiefs or their representatives from the participating municipalities. Specialists in this bureau 
would be employees of the joint bureau. The process for setting up a joint service bureau includes all the 
steps outlined above for establishing a regional police department. Cost sharing options are also similar to 
the regional police department model. 

b. Contracting for specialized services. In this model, common where one participating municipality is larger 
than its partners, the larger police department develops a specialized capacity and extends it to the other 
departments on a contract basis. Specialists in this case are employees of the providing municipality. The 
process for establishing a contract for specialized police services and options for cost sharing for those 
services parallels the process for contracting for all police services outlined above. 

c. Establishing interdepartmental teams. Neighboring municipal police departments can work together to 
each assign one or more police officers to a team of specialists. The specialist team then works wherever 
needed within the regional group of municipalities. If there is an expectation that, over time, the need is 
equal among the municipalities, then there does not need to be a cost sharing process. If the needs are 
not equal, some form of time accounting and cost reimbursement needs to be budgeted and 
administered. The options are similar to those for contracted police services. The specialists remain the 
employees of their respective municipal police departments. 

d. Following a mutual aid model. In this approach, several departments collaborate by developing different 
specializations and then providing the specialists as needed to each other. For example, municipality A 
provides crime scene investigators to municipality B as needed and municipality B provides an accident 
reconstruction specialist to municipality A as needed. If there is an expectation that, over time, the need is 
equal among the municipalities, then there does not need to be a cost sharing process. If the needs are 
not equal, some form of time accounting and cost reimbursement needs to be budgeted and 
administered. The options are similar to those for contracted police services. The specialists remain the 
employees of their respective municipal police departments. 
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Police Testing. A regional approach to testing police candidates has advantages for both the applicants and the 
municipalities. The applicants interested in becoming police officers don't have to shop around, taking tests and 
filling out applications at five or ten municipalities. The municipalities save much of the cost of testing since the 
candidates take only one test (with shared cost rather than separate tests at each municipality's expense. The 
product of the regional testing can be one master list or separate municipal hiring lists based on the terms of the 
program. A new list or lists should be prepared each year. Regional testing can be organized as part of a COG 
program or as joint program. Costs should be allocated based on the size of the police departments (the number 
of sworn personnel or the anticipated use of the list. A police testing program will not be properly funded if each 
municipality pays only when it “buys” a name from the list; someone has to provide the initial investment to cover 
the test costs and should not have to risk not recovering its costs. 

Police Training. Cooperation among police departments to conduct required training accomplishes several things. 
If outside instructors are utilized, spreading the cost across several departments saves funds. If internal instructors 
are utilized, each department can develop one or more specialized instructors under the model for mutual aid 
specialists above. With all of the multiple departments’ resources available, there is a greater opportunity to 
develop the necessary instructional capabilities internally within the participating police departments. An ancillary 
but not inconsequential benefit of joint police training is that the police officers from the respective police 
departments are training together so that when an emergency requires the joint effort of the combined police 
forces they are familiar with each other. 

Police Mutual Aid. As with fire services, there often is a need for police departments to provide assistance to one 
another. A fleeing suspect can quickly drive through several municipalities. A major crime may require more police 
officers than a single municipality can put on duty at one time. Or, a lone patrol officer may need backup in an 
emergency. Many police departments recognize these needs and have either informal understandings or written 
agreements with neighboring departments for such assistance. Such agreements should be formal agreements 
under the IGC Code, adopted by the elected municipal officials, not just department-to-department agreements. 
Provisions that should be spelled out in the agreement include: 

a. If department policies differ on such issues as high speed chases and roadblocks, which policy does the 
assisting officer follow? 

b. Which municipality provides insurance coverage? 

c. If the number of assistance calls by each municipality is not balanced, will there be a charge? If so, how 
will it be determined? (See options in contracted police services above  

d. Which officer is in command at the scene? 

e. If no police officer is on duty in the requesting municipality, is the responding municipality required to 
respond? If so, is there a charge? 

An affirmative response to the last question moves the participants closer to contract police services than mutual 
aid and requires further study. 
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Equipment Sharing 
Efficient use of equipment requires that it be used as much as possible and not sit idle on the shelf or in the garage. 
And, there is always that next piece of equipment, the one just beyond the resources of the borough, city or 
township. Owning it would be very useful but the equipment is just too costly. Equipment sharing is a way to 
overcome the inefficiency of idle equipment and makes it possible to acquire that next piece by pooling resources 
and use. Equipment can be shared through several mechanisms: joint ownership, rental arrangements and 
equipment trades. A COG can also own equipment for use by member municipalities. 

What Kind of Equipment In principle, any equipment needed for municipal operations from animal control to 
zoning can be shared. Two very small municipalities could share one truck, although if this is their only snow plow 
this may not be a good idea; road maintenance work is easier to schedule than snow plowing. This example 
illustrates one of the keys to municipal equipment sharing; the equipment must be scheduled and not be needed in 
two places at once. 

Some of equipment suitable for sharing among municipalities includes: 

Animal Transport Cage Roller 

Backhoe/loader Sewer Cleaning Machine 

Bucket Truck Sign Making Machine 

Crack Sealer Kettle Street Sweeper 

Grader Survey Equipment 

Line Painting Truck Tub Grinder 

Paving Machine Zoning Change Sign 

Remote TV for Sewer Inspection 

Larger municipalities may have need for such equipment on a full-time basis and may even have several of each of 
the items on this list. For many municipalities, however, one or two items on the list are needed but will not be 
used enough to justify their purchase. Those items are the candidates for equipment sharing in that area. The list 
will vary from location to location and from larger to smaller municipalities. 

Joint Ownership.Ownership of equipment by several municipalities can be an effective way to obtain this needed 
equipment. An IGC Code agreement should be established to spell out the understandings among the 
municipalities. The need for a formal agreement may seem to be unduly cumbersome, but the issues to be 
addressed and the preparation of the agreement are not that difficult. These issues include: 

a. Location:Where is the equipment to be located? Will one municipality “host” the equipment or will it be 
moved around? In part, the answer depends upon the kind of equipment owned since some equipment is 
more easily moved than others. A permanent “home” at a centrally located municipality is best so that all 
participating municipalities know where the equipment is at all times. If several pieces of equipment are 
jointly owned, each municipality could provide a home for one piece. 

b. Scheduling:Who schedules the equipment? If a schedule is not provided, municipalities may all assume 
the equipment is available and plan to use it on the same day. An individual, probably someone at the 
“host” municipality, should be designated as the person responsible for scheduling the equipment. This 
person should also schedule regular preventive maintenance as required. 
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c. Order of Use: The order of use should be established. Is use on a first come - first served basis or is a 
schedule for the entire year set out in advance? Is there a time limit of two days or two weeks on 
continuous use of the equipment by one municipality, similar to the time limit when borrowing a library 
book? Is there to be a maximum time limit for use of the equipment by one municipality over a year's 
time? Each of these questions must be considered and the answers agreed upon as part of the joint 
ownership agreement. 

d. Operations:Most equipment requires a small amount of training; some requires more extensive training 
and even certification. Large vehicles require special classes of driver's licenses. The agreement should 
establish the training required for municipal employees to operate the equipment and assign the 
equipment scheduler to keep an up to date list of qualified operators. 

e. Maintenance: Equipment requires maintenance. Mobile equipment maintenance includes routine 
preventive maintenance such as oil and other fluid changes, filter replacement, tire rotation, inspections (if 
required , fueling and cleaning. Maintenance also includes major items such as engine replacement or 
accident repairs. The agreement should outline the responsibilities for both routine and major 
maintenance work – who keeps the records, who does the work, and whether the work is to be done in a 
municipal shop or sent out to a repair shop. 

f. Insurance:Mobile equipment must have liability, comprehensive and collision insurance. Stationary 
equipment should have inland marine insurance protection from theft and fire. Workers' compensation 
must be provided for operators. Most of these coverages can be purchased for the shared equipment; 
workers' compensation should be provided for operators by the municipalities or COG employing the 
operators. These coverages should be verified and not simply be assumed to be part of the municipal 
insurance policies. 

g. Cost Allocation:Most often, the purchase price of a shared piece of equipment is shared equally among 
the participating municipalities. If use can be accurately predicted or is related to a measurable feature 
(such as feet of sewer line for a remote TV , these can be used to allocate shares of the purchase price. 
Operating costs, such as gas and oil or supplies, are paid for by the using municipality. The overhead 
costs such as maintenance and insurance are shared either on the basis of use (hours per year or the 
original purchase cost sharing approach provided in the agreement. 

h. Dispute Resolution:When several municipalities jointly share equipment, disputes sometimes arise over 
such matters as scheduling and major maintenance work. A joint committee of elected officials or another 
group must be established to make decisions by majority vote on such matters. 

Rental Arrangements. Equipment sharing between municipalities is often accomplished through a rental 
arrangement. One municipality owns equipment and makes it available to others on a rental basis. Many times, 
such arrangements are handled on a handshake agreement. At a minimum, however, there should be a written 
rental agreement between the municipalities similar to the agreement used when a car is rented from Hertz or Avis. 

The advantages of the rental approach are that organization is simple, the equipment owning municipality (owner  
can recover some of the equipment capital cost, and the other municipalities gain access to specialized equipment 
otherwise unavailable. The owner of the equipment takes care of many of the issues noted above for joint 
ownership, including location, scheduling, maintenance, order of use, costs and insurance. The owner may provide 
operators or train those from renting municipalities. And, those disputes that do arise are settled between the two 
parties without involvement of others. The disadvantages of rental arrangements are that there is seldom joint 
planning of equipment specifications to meet mutual needs, and the owner controls scheduling and order of use. If 
the owner's use is delayed, for example, a planned rental may be canceled to finish the owner's project. This action 
may be understandable from the point of view of the owner, but makes scheduling work difficult for the renter. 

There are several features of rental of equipment that deserve attention. First, the owner should have available 
written rental agreements. Second, the owner should either provide operators or have a system to assure that 
others' operators are qualified. Third, the owner should assure that all insurance coverages are provided. Finally, the 
rental fee should be set to cover a fair share of capital costs as well as all operating and maintenance costs; a fee 
set too low fails to recover costs; a fee set too high reduces rentals and, as a result, also fails to help the owner 
recover capital costs. 

3  

http:planningofequipmentspecificationstomeetmutualneeds,andtheownercontrolsschedulingandorderofuse.If


  
 

            
                 

                    
                

  

                
                 

                  
                    

         

              
             

                    
 

                 
              

                
                
            

         

              
                   
                

  
           

                    
                  

    

               
              

                    
                 

         

                
              

                     
               

       

                    
              
                  

              
    

INTERGOVERNMENTAL COOPERATION HANDBOOK 
Ju y 2018 

Equipment Trading. Another common arrangement for equipment sharing is equipment trading or mutual 
borrowing. One municipality owns a paver; another owns a roller. One uses both for several weeks; then the 
second uses both for a similar period. Or, one municipality has a street sweeper and the other has a sign machine 
and a remote TV for sewer inspections. These municipalities can exchange or trade use of this equipment 
throughout the year. 

Trading equipment is often handled informally, but use of a written “rental” agreement is recommended so issues 
such as liability, qualifications of operators and damage to the equipment are covered as noted in the preceding 
section. Usually no payments are required; costs are assumed to “even out” over the year. Or, a running tabulation 
of equipment use by each municipality can be kept during the year and any balance in favor of one municipality is 
paid to the other at the end of the year. 

Equipment trading is a useful mechanism for sharing equipment, particularly between smaller municipalities. It is 
usually limited to existing municipal equipment, however. Seldom does a municipality purchase equipment based 
on its ability to trade it with other municipalities for other equipment. As a result, this mechanism is quite limited in 
its application. 

Sharing Equipment in an Emergency. As with police and fire services, there is sometimes a need for one 
municipality to assist another with provision of equipment or personnel. Floods and localized storm events 
sometimes create such situations. Recovery operations following a major fire might also trigger this need. The first 
step is for cooperating municipalities to prepare for such circumstances by preparing, sharing and keeping up to 
date inventories of the municipalities’ respective equipment and employee skill sets. Local emergency 
management coordinators may be utilized to assist in this process. 

In an actual emergencymunicipalities canwork together directly or through their emergencymanagement coordinators 
as appropriate to the situation. It is best to have an agreement in place providing for the provision of equipment 
and personnel in such circumstances and covering the issues of qualified operators, cost recovery, and insurance. 

Shared Recreation Facilities 
Pennsylvania municipalities frequently work together to provide shared recreation facilities. Smaller municipalities 
may join together to develop a small park. Larger ones join efforts to build and operate a pool or other major 
facility. In this chapter, we will illustrate some of the possibilities for shared recreation facilities and then focus on 
one example in greater detail. 

Possibilities for Shared Recreation Facilities. The range of possible shared recreation facilities is broad. Two rural 
communities may combine efforts using municipal road maintenance equipment and volunteer labor to clear and 
level a ball field. This field may become the key focus of activity for the communities, hosting an annual Fourth of 
July picnic and a baseball game between teams from the two municipalities. At very little cost, the two 
cooperating municipalities have established a valuable facility for their residents. 

At the other end of the spectrum, several urban and suburban municipalities might combine their resources to 
construct an all-purpose indoor arts and recreation center including pools, racquetball courts, basketball courts, a 
skating rink, a stage for the performing arts and an art gallery. Such a major facility would be very costly, but a 
combination of the revenues from income producing activities at the center and the combined financial resources 
of the participating municipalities could make it feasible. 

Whether your municipality is at the small or large end of this spectrum, there are a number of factors affecting the 
decision on recreation facilities. These include identified needs of the community, public and private facilities 
already in place, size of the population to use and support the proposed facility, and resources available. In each 
case, whether large or small, combining municipal resources enables communities to consider facilities not within 
their reach as separate municipalities. 
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Following is a list of possible shared recreation facilities. 

Baseball Field Park 

Basketball Courts Playground 

Beach Pool 

Bikeway Recreation Center 

Jogging/Fitness Trail Skating Rink 

Soccer Field Senior Citizens Center 

Lighted Ball Fields Softball Field 

Nature Center Tennis Courts 

Outdoor Stage Theater/Arts Center 

Picnic Pavilion 

The following subsections will illustrate how an outdoor swimming pool can be developed as a shared recreation 
facility. A pool is often beyond the financial reach of smaller municipalities, but is much needed as a summertime 
activity for our young people, as a center for community activities, and as an exercise center for adults of all ages. 
A cooperative approach can make a pool possible where it would otherwise be an unobtainable dream. 

Organizing a Regional Swimming Pool. The most common intergovernmental organization for building and 
operating a regional swimming pool is a joint recreation authority. Other alternatives include a joint recreation board, 
a program of a Council of Governments, or a contract program with one municipality owning and operating the 
pool. Any of these approaches can be used with appropriate IGC Code agreements. An authority is usually the best 
because of the many responsibilities of running a pool, including capital construction and financing, land ownership, 
hiring and supervising employees, providing liability insurance and accounting for receipts and expenditures. 

A joint recreation authority must have an odd number of members (5, 7, or 9 appointed by the participating 
municipalities. If there are 5, 7, or 9 participating municipalities, the obvious way to organize is to have one member 
of the authority appointed by each municipality. If there is an even number of participating municipalities, the 
school board might be asked to appoint a member, particularly if the school district is to participate in the program 
in some way. If there are only two or three participating municipalities, two representatives from each can be 
appointed with the remaining appointment (to reach an odd number by the school board, by the largest 
municipality, or assigned by lot to one of the participating municipalities. 

The authority, once established, organizes itself, including election of officers; appoints a solicitor; purchases land; 
hires qualified professionals to design, bid and supervise the pool construction project; finances the project with 
loans, grants and/or municipal funds as agreed upon by the participating municipalities; hires employees to 
operate the pool; purchases insurance; and establishes fees and policies for pool use. If the authority is to receive 
municipal funds for the construction or operation of the pool, the cost sharing approach should be set in advance 
by the participating municipalities. An annual budget process must be established so the authority's requests for 
municipal funds can be presented in a timely manner with a thorough justification for the funds requested. A good 
time to schedule the annual budget presentation is the end of September. At that time, the pool operations for the 
past summer should be complete so a final accounting can be made and the municipalities are just starting their 
budget preparation for the next year. 

Location of the pool can also be a controversial issue. If possible, this decision should be made by the municipal 
officials prior to establishing the authority; if not, establishing a clear site identification and approval process can be 
an effective way to avoid later arguments about the pool's location. 
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A common location for a pool is on existing school or municipal park property in a central location. A central 
location, with good access for pedestrians and sufficient parking for automobiles, is a key to success for a pool. 
When public transit is available in the municipalities cooperating to build a pool, proximity to a bus route is also a 
good idea. If school land is used, the value of the land might be the school board's contribution to the facility. 

Funding a Pool. A pool requires both a capital investment and continuing operating and maintenance funds. 
Ideally, a pool would be self-supporting; the fees people pay to use the pool cover the costs of operation, including 
debt service. Such expectations are usually unrealistic, however. More typical is the situation where municipal 
officials realize the pool must be funded by a combination of user revenues and public funds. The use of municipal 
funds is justified because the pool will be an asset to the communities and because the point of public recreation is 
to make recreation facilities affordable for residents. 

Capital expenses for a pool are typically covered in a number of ways. These include state and federal grants, 
municipal contributions, loans, fund drives, and/or revenues from use of the pool. While an authority can borrow 
funds (bond or loan based upon its anticipated revenues, municipal guarantees of this borrowing are usually 
required because, unlike a water or sewer authority, the revenues of a recreation facility are not assured. If 
municipal contributions are required, they can be allocated either on the basis of population (the people for whom 
the facility is available or use (the people who actually use the facility . A combination of these two cost sharing 
options is also appropriate. Local officials may also use one of the other cost sharing methods outlined in Chapter 
III. If use is adopted as the way to share costs, some method for registering pool users and their municipality of 
residence is needed. A common question for counting use is whether a season pass holder is counted once or 
upon each use of the pool. Any approach is acceptable as long as it is agreed upon in advance by the participating 
municipalities. 

Operating costs for a pool (lifeguards, insurance, water, chemicals, cleaning are usually funded by user fees and 
municipal contributions. Maintenance costs for a pool are also significant, particularly since it is essential to regularly 
invest in the facility (the machinery, the pool itself and any ancillary structures to assure that it lasts for several 
decades. Grants, loans and fund drives might have been used for capital costs but are generally not available to 
cover continuing operating and maintenance costs. 

User fees should be limited by two considerations. First, if the fees are too high, no one will use the pool. The goal 
is to maximize total revenue, not individuals' costs to use the pool. Five hundred pool users in a day at $2.00 each 
brings in more revenue than 100 users at $8.00 each. Second, the prices should not be unaffordable to any income 
level in the communities; this is a public recreation facility. 

User fees should be established by the authority for each season and might include some or all of the following. 

Daily Admission Fees Children’s and Senior Citizen’s Fees 

5 or 10 Admission Tickets Swim Lesson Fees 

Weekly Fees Family and Individual Rates 

Monthly Fees Nonresident Surcharges 

Seasonal Fees Special Attraction Fees 

Once the user fee revenues and operating costs have been projected for the next season, the anticipated municipal 
contributions, if any, can be identified and budgeted. The participating municipalities' shares of these costs can 
then be distributed on the basis of use or population as noted above for capital costs. 

Special Attractions.Many public recreation facilities are rather humdrum; they lack pizzazz. An effective public 
recreation facility has special features which enhance and promote its use. Municipalities often defer such features 
because of the additional cost, but in doing so we shoot ourselves in the foot. Particularly with revenue producing 
facilities such as pools, tennis courts, skating rinks and golf courses, municipalities often overlook the 
entrepreneurial approach necessary to promote the use of the facility. As noted earlier, user revenue is maximized 
not by raising fees (like municipalities typically do for water and sewer systems , but by setting fees at a level 
where the number of users multiplied by the revenue per user is at its highest level. Since the number of users is a 
critical element in this formula, features which promote use increase user revenues. 
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In the case of a swimming pool, there are a number of special attractions, facilities and programs which will 
increase pool use and user revenues. Some of these include: 

Heated Water (for a longer season) Food Services 

Covered Table Area Water Slides 

Evening Social Events (with attractive lights, music, and a caterer) 

Separate Diving Areas Wave Generator 

Suit Rentals Locker Rentals (for season) 

Swimming Lessons Towel Service 

Swim Teams 

Some of these can be included in the basic or seasonal user fees; others, such as a water slide or evening events, 
can generate extra fees. In either case, the goal is to maximize total user revenue and thereby reduce the amount 
of tax support required. 

The ideas and concepts spelled out in the foregoing section apply to all types of joint recreation facilities. If you are 
interested in developing such a facility, you should use the outline of this section's headings (organizing, funding, 
and special attractions as a framework to develop a plan for your shared recreation facility. 

Circuit-Riding Manager 
In the old West, a circuit-riding judge literally did just that. The judge rode a circuit from town to town over a 
period of many weeks or months, conducting trials and dispensing justice in each town as he passed through. The 
modern version of a circuit rider is a municipal manager, a skilled professional who serves several small 
municipalities at the same time. These are municipalities which may be too small to hire a professional manager 
solely for their own operations but need the skills and expertise a manager can offer. By joining together, several 
such municipalities can put together a circuit-riding manager position bringing each of them what no one 
municipality is able to obtain on its own. In this section of the handbook we will discuss what a circuit-riding 
manager does, how such a position is established, how a person is selected to fill the position and how 
compensation should be organized. 

There are a number of other staff positions commonly employed by municipalities that can be established as a 
circuit rider. These include a planner, a recreation program coordinator, an information technology specialist, a 
sewage enforcement officer, a zoning officer and any other position that may be needed on a regular basis but is 
not full time for a singlemunicipality or is too expensive for a singlemunicipality. Municipalities interested in developing 
a circuit riding position can follow the outline of the section's headings (what a circuit rider does, establishing the 
position, selecting a circuit rider, compensation as a framework to develop a plan for a circuit rider position. 

What a Circuit-Riding Manager Does. The job of the circuit-riding manager is essentially the same as that of 
any municipal manager, except he or she does the job for more than one governing body. Typical duties include 
the following: 

a. Manage the day-to-day activities of the municipalities. 

b. Prepare agendas for meetings of the municipal governing bodies. 

c. Attend all meetings of the governing bodies to report on municipal operations and advise the 
board/council on policy issues. 

d. Prepare, present and administer municipal budgets. 

e. Appoint, supervise and direct municipal employees. (Appointment of department heads may require 
governing body approval, as desired . 

f. Represent the municipalities at public meetings and forums, communicate with the media and serve as a 
key contact point for the citizens. 

41 



  
 

               
               
               
               
                

                 
                   

                
    

                  
               
               

                

             
                 

               
                 

                   
             

                
                 

                   
                    

                   
    

                  
              

                   
                
                
                    

          

               
             

                 
        

             
                  

            
 

                    
              

                   
                

                   
                 

                

INTERGOVERNMENTAL COOPERATION HANDBOOK 
Ju y 2018 

Establishing the Position. The third class city, borough and township codes provide for establishing the position of 
municipal manager by ordinance. IGC Code requires joint municipal programs formed under that code to be 
established by ordinance; therefore, it is essential that the position of circuit-riding manager be established by 
ordinance. The ordinance should include both the provisions required by the municipal codes and IGCC. In 
particular, the ordinance stipulates appointment of the circuit-riding manager is by vote of each of the participating 
municipalities' governing bodies; the costs will be shared according to a specified basis (usually equal shares or a 
proportion based on time assigned to each jurisdiction ; the manager will be selected solely on the basis of his or 
her executive and administrative training and abilities; and the job description will be amended only upon mutual 
agreement of the participating municipalities. 

In addition to the ordinance, a specific job description should be prepared. This task is particularly important for a 
circuit-riding manager since this person will be working for several different groups of people, the participating 
municipalities' governing bodies. The absence of a clear job description may lead to conflicting directions and 
demands on the circuit rider's time, a situation which is difficult at best and is often impossible. 

Beyond the job description, certain basic understandings must be reached among the participating municipalities. 
Since the manager should be at each meeting of the governing bodies of the participating municipalities, it should 
be obvious (but is sometimes overlooked that the municipalities should schedule their meetings on different dates 
or times. A particular problem arises each January when municipalities are required by their code or charter to 
meet on the first Monday of January or first weekday after the holiday. A schedule of meetings at staggered times 
on that date might be the solution to this problem for the circuit-riding manager. 

The schedule of the manager during working hours also needs to be established. A balance between predictable 
and flexible times needs to be achieved. If the manager's time is completely scheduled, everyone knows where the 
manager is supposed to be at any given time, but the manager has no flexibility to respond to changing priorities 
or variations in workload. Such a schedule “locks-in” the manager and if it is not precisely kept, the citizen or official 
expecting to find the manager in that municipality's office at the scheduled time is likely to develop a very negative 
attitude about the manager's dependability. 

At the other extreme, a circuit-riding manager with no scheduled times in any municipality is likely to be perceived 
as unreliable or “never there when needed.” This is as bad as overscheduling the manager. 

The balance is a compromise, perhaps 50 to 60 percent of the time scheduled to be in specified municipal offices 
and the remainder to be determined by the manager. For example, a circuit-riding manager dividing time among 
three municipalities might schedule one morning and one afternoon (on a different day in each municipality each 
week, with the balance of time scheduled on an as-needed basis each week. Care must be taken to assure the total 
time each quarter is distributed evenly among the three municipalities. 

Selecting a Manager. The appointment of a municipal manager is always the responsibility of the municipal 
governing body. Appointment of a circuit-riding manager, therefore, requires the consensus of the governing 
bodies of the participating municipalities. It is important to establish a selection process which will lead to the 
appointment of the best candidate by each participating municipality. 

Usually, a screening committee is established consisting of one representative from each municipal council/board. 
If only two municipalities are participating, two or more representatives from each may be assigned to serve on the 
screening committee. This committee is responsible for advertising the position, screening applications and 
conducting interviews. 

The screening committee may be charged to complete its task in one of two ways. It may be asked to complete 
interviews, conduct background and reference checks, and present a final candidate for appointment by the 
participating municipalities. Or, it may be asked to present two or three finalists for a second round of interviews with 
the municipal governing bodies. In the latter case, the municipalities must establish, in advance, how the final 
selection is to be agreed upon since it is not desirable for the participating municipalities to select and announce the 
appointment of different candidates. This work can be completed either by a joint meeting of the governing bodies 
or by reconvening the screening committee to discuss the candidates' interviews and agree upon the final candidate. 
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Compensation. Determining the compensation of a circuit-riding manager entails much more than establishing a 
salary for the position. Several surveys of managers' salaries are published on a regular basis and can serve as a 
guide for the salary for your circuit-riding manager position. A more difficult issue, however, is whether the circuit-
riding manager is to be a part-time employee of each participating municipality, an independent contractor, a full-
time employee of one municipality with a share of the costs reimbursed by the others, or a full-time employee of a 
regional group such as a COG. 

The first approach, part-time employee status with each participating municipality, is a poor approach. It requires 
each municipality to issue separate paychecks, keep payroll records, report earnings and submit withholdings to 
the IRS, withhold and submit social security payments and provide part of a pension and health insurance plan. The 
manager ends up getting several checks on different days of the month instead of a regular payroll check. And, the 
manager may be ineligible for full-time benefits because of his or her part-time status with a municipality. 

A seemingly easy, but less than ideal, response to the difficulties of multiple part-time status is to hire the manager 
as an independent contractor in the way municipal engineers and solicitors are usually appointed. This approach is 
not recommended because the basic relationship between a municipal governing body and the manager is an 
employer/employee relationship, not a municipality/consultant relationship. The manager must work for the 
municipality, not for himself or herself. 

Either of the other approaches can work. The assignment of the circuit-riding manager to one municipality for 
payroll purposes is the most usual, since there is often no existing regional body. In this case, the ordinance and 
agreement must make it clear that this assignment is solely for administrative purposes, and that the manager 
works for all the participating municipalities. If a regional body such as a COG exists or is established, this is the 
best way to handle the employment of a circuit-riding manager because the municipality/employee relationship is 
built into the COG organization and there are no problems of partial payroll checks or part-time status. 

The compensation package of the circuit-riding manager should include sick leave, vacation leave and holidays. 
Part of the planning for this position must include how these days will be charged against the participating 
municipalities' time allocations. In general, if the three municipalities split the cost of a circuit-riding manager in 
equal shares, then leave time should be distributed in the same way. A specific circumstance arises if a circuit-riding 
manager is regularly scheduled to be in a municipality's office on Thursday mornings, for example, and is ill on a 
particular Thursday or it's Thanksgiving. The agreement among the participating municipalities should establish 
how the paid leave time for this day is to be allocated and whether a substitute scheduled time in the office is 
required, or if such events are assumed to even out over a year's time. 

Because working for several municipalities simultaneously is a difficult and uncertain task, the municipalities should 
enter into an employment agreement with the circuit-riding manager. This written agreement spells out the salary 
and benefits of the position and minimizes the inherent ambiguity in the position. An agreement will be an 
attractive feature for successful recruiting of professionals with training and experience as municipal managers. 

Code Administration and Enforcement 
The elected officials in each municipality in the commonwealth have the responsibility to choose how the Uniform 
Construction Code (UCC will be administered and enforced in their community. The Pennsylvania Construction 
Code Act (PCC Act (35 Pa C.S. §§721 .1 1 et seq.), enacted in 1999, established the UCC as the statewide building 
code and provides the several options for municipalities to administer and enforce the Code. 

The PCC Act gives municipal officials a choice whether “opt in” to control building code enforcement locally or to 
“opt out” and leave all responsibility for building code enforcement up to third party inspections and the 
Pennsylvania Department of Labor and Industry (DLI . According to DLI reports, more than 90 percent of 
Pennsylvania’s more than 2,500 municipalities have decided to opt in. Municipalities that opt in have five choices 
under the law for administration and enforcement of the UCC: 

a. Designate a municipal employee 

b. Detain a third party individual or agency 

c. Join with one or more other municipalities to establish a regional code program 
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d. Contract with another municipality 

e. Enforce the code for one and two family dwelling units only, with the balance of code enforcement to DLI. 

Two sections below will describe the options (numbers 3 and 4 above for municipalities to work together to 
administer and enforce the UCC. If the municipal officials have decided to enforce only the one and two family 
dwelling code (option 5 above , either of the two intergovernmental options (3 or 4 can be used as the approach 
to this work. 

There are additional ways for municipalities to work together in addition to UCC administration and enforcement. 
Municipalities may work together to adopt, administer and enforce a property maintenance code for existing 
structures. And, municipalities may join together to establish a joint appeals board. These opportunities will also be 
reviewed in additional sections below. 

Law enforcement is one of the fundamental powers of government. It is part of our responsibility to assure the 
health, safety and welfare of the residents of our township, city or borough. When the legislature established the 
UCC, the choice for local government officials was dramatically altered. Prior to the UCC municipal officials could 
decide whether building codes were to be applied and enforced in their community. After enactment of the UCC, 
the elected officials’ options were strictly about how to administer the law; the UCC was the law in the municipality. 
Many municipalities elected to opt out or to retain third party agencies for UCC enforcement. By working together 
in an intergovernmental approach, opt-out municipalities and municipalities that chose to retain third party 
agencies can return this function to municipal oversight and control. 

Regional Code Administration and Enforcement 
A regional code administration and enforcement program can be as limited as a single full time inspector serving a 
few neighboring municipalities. Or it can be a substantial department with a full time director, building inspectors, 
specialized plumbing and electrical inspectors, plan reviewers and support staff to keep the office running full time. 
The key is that by working together, small municipalities can reach the level for a full time office if they were too 
small for separate offices. Larger municipalities or ones with more active development can provide an office staffed 
full time, provide a number of inspectors and specialists for large developments, and develop specialized training 
and career opportunities for their inspection staff. 

Establishing a Regional UCC program. A regional code administration and enforcement program should have an 
organization consisting of elected municipal officials to provide oversight and direction to the department. This 
organization can be a council of governments (COG or another form such as a board, commission or committee. 
In any case, it is essential that the organization be established through an intergovernmental cooperation 
agreement adopted by ordinance in each participating municipality. Following the procedures established in the 
IGC Code is particularly important because administering the UCC is a law enforcement activity. 

In addition to the requirements in the IGC Code, the intergovernmental agreement should address the following: 

a. The form and name of the organization. 

b. The office location or selection process. 

c. The budget review and approval process and schedule. 

d. The amount of start-up costs to be funded by the municipalities, and how those costs will be shared. 

e. The formula for municipal sharing of ongoing costs for the program not covered by permit fees (if any . 

The agreement or adopting ordinance should also reference section 7210.501 (b (3 of the PCC Act which 
authorizes municipalities to establish regional UCC programs. More discussion of a regional appeals board is 
provided in a later subsection. 
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Form of UCC program oversight. There needs to be a clearly identified body responsible for the oversight and 
direction of a regional UCC program. If there is an existing COG that can incorporate the UCC program, this step 
may already be in place. Otherwise, the municipal governing bodies have to determine how to organize the effort 
and name the oversight group. The membership of the oversight COG, board, committee or commission should 
consist of elected officials representing each municipality. Depending upon the number of participating 
municipalities and the geographic scope of the program, this group can meet regularly or it can meet annually to 
select an executive committee or other group to provide oversight of the regional UCC program. 

While it is not required by the PCC Act, establishment of a regional code appeals board is recommended for a 
regional UCC program. Otherwise, one regional office must deal with multiple individual appeals boards with 
potentially different processes and contradictory outcomes. 

Locating the office. The location of the office of a regional UCC sometimes becomes an issue. If the office is 
located in an existing municipal building, it may appear that the host municipality is running the program rather 
than it being a truly joint program. The homeowners and contractors who live and work in suburban or rural areas 
might not like to go into the downtown area of a borough or city to get a permit or meet with an inspector. The 
homeowners and contractors who live and work in the core may not want to go out into the countryside to get a 
permit when they are living or working within walking distance of the central municipal building. While an up to 
date electronic permitting and payment system can mitigate some of these issues, there is still the perception issue 
about one municipality dominating the program. The site selected should be neutral, near the center of the 
municipalities participating, have good parking for trucks as well as cars and be near roads with direct access in all 
directions. 

Assignment of existing employees. If the regional program will incorporate a municipality or municipalities with 
existing inspectors and/or support staff, decisions will need to be made about whether these employees can 
simply transfer to the regional program; will be given priority consideration but must go through an application and 
screening process; or must apply like any other potential employee of the regional program. If the employees are 
represented by a collective bargaining agreement, consultation with the municipality’s labor counsel is 
recommended before decisions about transfers are made. 

Financial considerations.One of the most difficult tasks in establishing a UCC program, whether it is for an 
individual municipality or a group of municipalities is dealing with the variability of the construction market. One 
month or one year may see vibrant building activity, high permit revenues, and overworked inspectors. The next 
month or year may experience a downturn in building activity where permit revenues are low and the inspectors 
have only limited work. This variability in the industry leads to the most important advantage of a regional UCC 
program: spreading out the area and population and types of communities and building activity. There may be 
more suburban development one year, and more in-town work the next. A regional UCC program can assign its 
resources where needed, and permit revenues are less volatile than in individual municipal UCC programs. 

As municipalities form a regional UCC program they need to consider both start-up costs and ongoing costs. While 
some regional code administration programs have not required municipal funding in decades, relying totally on 
permit revenues, it is still essential to consider the very real possibility that permits may not cover all costs. 

Particularly at the beginning of a new regional UCC program there may need to be municipal funding for vehicle 
and equipment acquisition (desks, computers, file cabinets , office expenses, and staff salaries until a permit 
revenue flow has been established. Once the program is operating, there may remain a need for the participating 
municipalities to provide funds on a regular basis to cover those periods when construction activity and permit 
revenue lags. That is why it is critically important that municipal officials make realistic estimates of building activity 
and permit revenues for the program budget. Elected officials seem to be optimistic most of the time, generally a 
good trait for our community leaders. However, in this case, it is much more prudent to take a very cautious 
approach and make sure the regional program is adequately funded. Options for how to allocate the municipal 
costs are illustrated in Chapter III. 
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Contract Code Administration and Enforcement 
In the preceding section we explored a regional UCC administration and enforcement program. In this section 
information on a contract approach will be discussed. 

Difference between Regional and Contract UCC Programs. The essential difference between a regional and a 
contract UCC program is in the organization of the body responsible for the direction and control of the 
department. A regional UCC program is overseen by a joint board, committee, commission or COG with elected 
officials representing each participating municipality. A contract UCC program remains under the control and 
direction of the municipal governing body providing the service. Any degree of shared control of budget approval, 
appointment of the staff, or other major policy matter is up to the providing municipality. 

The basic advantage of a contract UCC program compared to a regional one is that it can be established 
somewhat more easily than a regional department. Expansion of an existing department, with an existing inspector 
or inspectors, support staff, established files and permit forms, vehicles and cell phones, accounting, payroll, 
policies and procedures all in place is less complex than starting from scratch to create a whole new department. 

The main disadvantage of a contract UCC program compared to a regional one is that it still is directly under the 
supervision and direction of only one of the municipalities. The others can choose whether to purchase the service 
but do not direct or control the program. This is an important consideration for some municipalities where their 
constituents, the homeowners and contractors who will be acquiring permits and receiving inspections prefer that 
their own elected officials have a say in the direction and control of this law enforcement agency. 

As when developing a regional UCC program it is critical to make realistic estimates of construction activity and 
permit revenue for a contract UCC program. If the municipality providing the ICC contract services hires extra staff 
based on estimates of permit revenue and construction activity in the purchasing municipality, and actual revenues 
and work are way short of the mark, the provider is stuck with unfunded staff and equipment costs. On the other 
side, if there is much more work in the purchasing municipality than estimated, then the provider may be short 
staffed for inspections in its own jurisdiction. 

It is also important for the host municipality to assess all of the costs, direct and indirect, for providing contract 
UCC program services. Direct costs are the salary and benefits for an inspector, and perhaps a vehicle and a cell 
phone. A providing municipality may look at the projected permit revenue from the expansion of the program to 
another municipality and conclude that these costs will be covered. But, they often overlook some or all of the 
indirect and overhead costs that should be included in the analysis: Some of the indirect costs include computers 
(hardware, software, maintenance and updates , support staff time, the rental value of space in the building for the 
inspector’s desk and files, and maintenance and utilities for the space. Overhead costs include payroll and 
accounting costs and human resources and management for hiring and supervising the staff. If a municipality is 
going to recover its full cost for providing service then it needs to consider all of these costs. The checklist provided 
in the section of this Handbook on contract police services can serve as an outline for identifying those costs. 

Property Maintenance Code Administration and Enforcement 
While the UCC is a state-wide requirement, municipalities may still decide whether or not to adopt a property 
maintenance (PM code. Adoption of a PM code gives municipal officials an important tool for combatting blight in 
their communities. A PM code applies to existing structures and residences whereas the UCC applies to new 
construction and additions and alterations. Local officials can determine whether to have a PM code apply to all 
structures or to only rental properties. A PM code may, or may not, also include enforcement of code provisions in 
commercial properties, schools, hospitals, industrial buildings, and care facilities to ensure fire safety. A good place 
to start in the preparation of a PM code is the model 2012 International Property Maintenance Code®, published 
and updated every three years by the International Code Council, Inc. It may be adopted as is, but is usually 
modified to suit local needs and priorities. 
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An intergovernmental approach to preparation, adoption and enforcement of a PM code provides several 
advantages. First, a group of municipalities working together can develop one local PM code, saving costs in the 
effort compared to preparing separate PM codes, and the adoption of the code creates a common standard in the 
region. This can be particularly important in regulation of rental housing, where developers of rental housing may 
migrate to the municipality with lower or no standards, resulting in a proliferation of substandard housing. 

A PM code program also tends to have a much more regular permit revenue stream, with relatively little variation 
from year to year. Adding a PM code enforcement element to a regional or contract UCC program can help level 
out the variations inherent in permit revenue from new construction. 

Joint Appeals Board 
A code appeals board is required by the UCC to be appointed by municipalities to hear appeals from the decision 
of the code official. The board must apply the law, the UCC. An appeals board is not permitted to grant exceptions 
in the way that a zoning hearing board can provide variances and special exceptions. It is strictly limited to 
determining whether the code official properly applied the UCC to the specific circumstance or material under 
appeal. Municipalities involved in a regional or contract UCC program can still maintain local appeals boards. 
However it is better if there is a single appeals board that serves all communities in the shared program so that the 
building official(s , the inspectors, do not have to deal with multiple boards and potentially contradictory decisions. 

It is possible to have a regional appeals board even for municipalities that have not chosen to establish a regional 
or contract UCC program. A court decision (Middletown Township v. Co. of Delaware UCC Board of Appeal) 
initially determined that the PCC Act did not enable such regional boards, but through Act 179 of 2012 the legislature 
established the power of municipalities to appoint a regional board. Since the number of appeals in a single 
municipality may be very few and it is sometimes hard to find qualified volunteers to serve on an appeals board, it 
is definitely an advantage to approach this from a regional perspective. There is a much larger pool of residents 
from which to draw for the board’s membership, and there may be some business to keep them interested. 

Cooperative Planning and Land Use Regulation 
Intergovernmental cooperation to organize and coordinate municipal planning efforts should be a high priority for 
all Pennsylvania local governments. As noted in Chapter I, our interdependence is a basic characteristic of 
municipal business. What the neighboring municipality does or does not do affects our municipality. And, what we 
do often has unrecognized impacts on our neighbors even while we confidently believe we are engaged in good 
planning. Downstream impacts of stormwater system improvements are often ignored; road networks are less 
than optimal; low density developments in key locations make extension of water and sewer services to denser 
areas beyond more difficult; and the shopping center or industrial park in one municipality creates problems in the 
adjacent neighborhood in a different municipality. 

There is a wide spectrum of opportunities for municipalities to work together on planning and land use regulation. 
This section will describe some of those possibilities, ranging from less to more formal. In each case of cooperation, 
regardless of the level of formality, the objective is to achieve a better coordinated result for the citizens of each 
municipality participating in the effort. 

The Pennsylvania Municipalities Planning Code (Act of 1968, P.L. 805, No. 247 as reenacted and amended is 
commonly referred to as the MPC. A copy of the MPC is available from DCED, either in a printed handbook or on 
the Department’s web site. This legislation enables municipalities to establish planning commissions, prepare 
comprehensive plans, establish an official map, enact subdivision and land development ordinances, charge impact 
fees for transportation capital improvements, and adopt zoning regulations. The MPC (section 212 cross-
references the IGC Code, authorizing municipalities to work together on planning matters. It also specifically 
enables joint or intermunicipal comprehensive plans, impact fees, zoning hearing boards and zoning ordinances. 
Regional planning commissions are enabled by the Regional Planning Law, 53 Pa C.S. Ch. 23 Subch. C (relating to 
Regional Planning . 
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Informal Cooperation on Planning Issues. There are numerous opportunities for municipalities to work together on 
an informal basis in planning. These are easy to do, require no commitment and little or no cost. Nevertheless they 
are both good for the community and lay the groundwork for greater, more formal intergovernmental cooperation 
in the future. 

Discuss Common Problems. As we noted in Chapter 1, municipalities share problems and issues across boundaries. 
An important first step towards intergovernmental cooperation in planning is for officials from adjacent 
municipalities to meet together to discuss these common areas. This meeting can be at the governing body level 
or at the planning commission level or both. You can be sure that residents of your municipalities talk with each 
other at the store, at work, on the street and in their social activities. You should do the same. 

When a joint meeting of elected officials or planning commissions is scheduled, it helps to have an agenda, even if 
it is as simple as (1 introductions, (2 general discussion of common issues or a specific issue, and (3 planned time 
for adjournment. And, don’t forget to advertise the meeting and hold it in an accessible location. The outcomes 
from such an effort can range from just getting to know each other to identifying further steps and meetings that 
might lead to greater cooperation among the municipalities on planning and development. 

Share Ordinances.When a municipal governing body is considering its first or a new subdivision and land 
development or zoning ordinance, one of the first places to look for examples is to your neighboring municipalities. 
Sometimes these are good examples; sometimes not. A frank discussion can sort out the differences. The 
advantages of using neighboring municipalities’ ordinances as models is that they are often more in tune with local 
cultural and political norms than model ordinances from afar. If the ordinances are on the municipality’s web site it is 
easy to borrow them. And a paper copy can be made for a low cost if necessary. A further step, to share, review and 
discuss together the ordinances can result in identifying improvements of benefit to all participating municipalities. 

An additional intergovernmental opportunity arises as laws change and new land uses arise. For example, in recent 
years in Pennsylvania there has been a boom in natural gas drilling. By sharing information and model ordinances 
municipalities can have the most up to date approach to managing such activities while staying within the 
constraints of state law and court decisions. 

Coordinate Plans Near Common Boundaries. In several sections the MPC recognizes that planning issues can 
transcend municipal boundaries. When a municipality is adopting or amending its comprehensive plan, it is 
required to give copies to contiguous municipalities 45 days in advance of the public hearing on the adoption or 
amendment, and to consider the comments of those municipalities (see MPC, section 302(a . When a municipality 
is adopting or updating an official map, section 408 of the MPC requires notice to other municipalities if the map 
“shows any street or public lands intended to lead into any adjacent municipality” so that municipality can review 
and comment on the map. And in section 502.1 the MPC provides for voluntary mediation between municipalities 
that have an issue over a proposed subdivision or land development. 

However, municipalities can do much better than the minimum steps required by the MPC. Municipal officials can 
work together by sharing information on a comprehensive plan or an official map much earlier in the process, so 
that the comments arriving from the contiguous municipality are received early in the process, when they can be 
more readily accepted and incorporated, if appropriate, into the final plan or map. Comments received only at the 
end of the process as required by the MPC are likely to be received as unwelcome and too late, just creating issues 
at the last minute. This just sours the climate for future opportunities for working together. Coordinate early and 
coordinate often. The result will be better plans and maps for the citizens of the municipality and for those of your 
neighboring municipalities. 
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Joint Comprehensive Plan 
The MPC (Section 1102 authorizes municipalities to adopt a multimunicipal comprehensive plan. As required for 
individual municipal comprehensive plans, the multimunicipal comprehensive plan 

“shall include all the elements required or authorized in section 301 for the region of the 
plan, including a plan to meet the housing needs of present residents and those individuals 
and families anticipated to reside in the area of the plan, which may include conservation of 
presently sound housing, rehabilitation of housing in declining neighborhoods and the 
accommodations of expected new housing in different dwelling types and of appropriate 
densities for households of all income levels. (MPC, section 1103 (a   

In general, multimunicipal plans are developed and adopted by two or more contiguous municipalities. However, 
the MPC also permits non-contiguous municipalities to have a joint comprehensive plan “if all of them are within 
the same school district.” (MPC, definition of Multimunicipal plan  

The listing of required elements cited above for a comprehensive plan, multimunicipal or not, highlights the 
advantages of a joint approach. By working together, municipalities have a much better opportunity across the 
larger area of their combined municipalities to meet the housing needs and find reasonable locations that protect 
the identity and character of the community. The municipalities may designate growth areas, future growth areas 
and rural resource areas across the region, rather than providing for all uses within each municipality. 

A multimunicipal comprehensive plan should include an implementation agreement that includes the following (see 
MPC, section 1104 : 

a. The process municipalities will use to bring their subdivision and land development and zoning ordinances 
into general consistency with the plan. 

b. A process for review and approval for developments of regional impact or significance. 

c. The responsibilities of participating municipalities to implement the plan. 

d. A requirement for an annual report on activities carried out pursuant to the plan. 

In addition, a multimunicipal comprehensive plan, when implemented with ordinances and cooperative 
agreements, enables the following: 

a. To provide for the sharing of tax revenues and fees. (MPC section 1105 (b (1   

b. To adopt a transfer of development rights program to enable development rights to be transferred from 
rural resource areas in any municipality within the plan to designated growth areas in any municipality 
within the plan. (MPC section 1105 (b (2   

c. To adopt a joint zoning ordinance. (MPC section 801- A (b   

A multimunicipal comprehensive plan can also lay the groundwork for better managing the location of uses such 
as natural gas drilling operations, including well sites, compressor stations and other oil and gas facilities. While this 
is still an emerging area of law in the commonwealth, the courts have generally reaffirmed municipalities’ power to 
regulate the location of such facilities. Remember, as with all land uses, the issue for municipalities is location, not 
outright prohibition. A municipality may not prohibit any legal land use; but it may regulate its location through 
zoning. With a multimunicipal comprehensive plan, the area in which the use can be located is broadened and the 
municipalities, by working together, can develop the most reasonable plan for their community. 
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Shared Staff 
Planning and zoning provide a number of opportunities for sharing staff. Two key positions for potential sharing 
are zoning officer and a professional planner or planning staff. These positions can be established either as contract 
or shared programs as discussed under IGC Code Agreements in Chapter II. 

Zoning Officer. A zoning officer can be shared by several municipalities. This enables small municipalities to 
engage the services of a full time employee with skills and experience in zoning ordinance administration. Joint 
municipal zoning (see subsection below is not required for a shared zoning officer. In fact, even if there is joint 
municipal zoning the municipalities may retain separate zoning officers. Because the zoning officer is responsible 
for enforcement of municipal ordinances it is important to establish the position, whether contract or joint, through 
adoption of an IGC Code Agreement by ordinance. In addition to the standard IGCC agreement provisions, the 
issues of office location(s , budget process, permit fees and supervision of the zoning officer should be addressed 
in the agreement. 

Shared Planning Staff. Smaller municipalities generally have trouble finding the funds for a full-time professional 
planning position, but several pooling their resources can fund a position. Larger municipalities looking for a staff 
that includes specialties such as transportation and economic development can join together to provide such a 
specialist staff on a shared basis. Funding choices for such a position or office can be any of the municipal funding 
choices identified in Chapter III. 

Joint Zoning Hearing Boards 
Section 904 of the MPC enables two or more municipalities to create a joint zoning hearing board. This section also 
establishes some requirements for such a board. 

a. The joint board must be created by ordinance. 

b. The joint board shall consist of two members appointed from the residents of each municipality. 

c. The term of office is five years, except for initial appointments by each municipality when 1 appointment is 
for five years and 1 is for 3 years. 

d. If legal counsel is used, the attorney may not be a solicitor for any participating municipality. 

In smaller communities there may not be much activity for a zoning hearing board. Consequently, it can be hard to 
recruit effective and interested members, and those who are serving may have difficulty in staying up to date with 
laws, municipal ordinances and the role of the Board. By creating a joint board to serve several municipalities these 
issues can be addressed. 

If joint municipal zoning has been enacted by a group of municipalities, a joint zoning hearing board is 
recommended (but not required by the MPC – see section 815-A (a (1 . With a joint zoning ordinance, a joint 
zoning hearing board will provide consistency and help the board members develop some experience and 
expertise with the ordinance. Separate hearing boards considering issues under one joint ordinance may reach 
contradictory results, leading to problems and, perhaps, begin a process of dissolution of the joint zoning effort. 

Joint Municipal Zoning 
Joint municipal zoning is the most formal and strongest form of intergovernmental cooperation in planning. Zoning 
is one of the most significant powers of municipal officials in Pennsylvania. Many municipalities have enacted 
zoning ordinances. Some are new to zoning regulations, perhaps reacting to a recent pattern of growth or new 
concerns about land use. Other municipalities, more often larger and more developed communities have had 
zoning regulations in place for decades. In some cases the zoning regulations are up to date. In others the 
regulations are in great need of an update. In all cases the decision to regulate future growth and change in a 
cooperative manner is a powerful one for local elected officials. 
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Joint municipal zoning enables municipal officials to tackle land use regulation on an area-wide basis, rather than in 
silos. Yes, joint municipal zoning means that this responsibility is shared with the elected officials of other 
municipalities and compromises may be necessary. However, the cooperative approach to zoning can mean that 
each participating municipality gains more than it gives up. It offers the rural community the opportunity to 
provide stronger and more extensive protection of rural resources, transferring development pressures to other 
areas prepared to accept and manage the development. It offers more developed municipalities the opportunity to 
focus industrial uses in a logical area in one municipality and multifamily residential uses in a logical area in another 
municipality. With separate approaches each municipality must provide for all uses. 

Article VIII-A of the MPC authorizes and establishes procedures for joint municipal zoning. Some of the 
requirements are as follows: 

a. There must be a joint comprehensive plan. 

b. The requirements for zoning ordinances in Article VI, Zoning of the MPC must still be followed. 

c. The ordinance must be prepared by the joint municipal planning commission (see next subsection on 
Regional Planning Commissions.  

d. A joint municipal zoning ordinance shall not become effective until all participating municipalities have 
enacted the ordinance. 

e. A minimum commitment of three years is required. 

f. At least one year’s written notice is required to withdraw from a joint municipal zoning ordinance. 

g. Amendments must follow the regular procedure for zoning ordinance amendments, also be referred to 
the regional planning commission, and must be enacted by all participating municipalities to become 
effective. 

h. A joint municipal zoning ordinance must establish either a joint zoning hearing board or provide for the 
retention of individual municipal zoning hearing boards. 

i. A joint municipal zoning ordinance must identify how the costs of administration, enforcement and 
defense of legal challenges shall be shared by the participating municipalities. 

One added advantage of going through the process of preparing a joint municipal zoning ordinance is that it will 
update zoning regulations for all participating municipalities. And, when there is a need for future updates and 
revisions, only one joint ordinance rather than several separate ordinances will require revision. 

Regional Planning Commission 
A regional planning commission (RPC can be a modest coordinating effort among participating municipalities 
with no cost at all (except, perhaps, coffee for the meetings or it can be a substantial intergovernmental program 
with full time staff and a correspondingly large budget. The size and scope of work of a RPC is a decision of the 
governing bodies of the municipalities. The budget (if any follows from the decisions about size and scope of work. 

A simple outline of the range of the work that a RPC might undertake is provided by the subsection headings 
above. Whether a RPC is very small and uses only the first step in the outline, or is very advanced and uses most or 
all of the approaches below, is a decision that municipal officials in each region will have to make on their own. A 
RPC may be used to: 

a. Discuss common problems. The RPC meets on a regular basis to discuss issues that each municipality is 
facing to see if the others have found solutions to similar issues. 

b. Share Ordinances. A RPC may provide a forum for municipal officials to exchange ordinances which can 
be utilized by other municipalities in whole or in part as the basis for enacting or updating their own 
ordinances. 
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c. Coordinate plans near common boundaries. RPC municipal representatives can report on municipal 
comprehensive plans, proposed zoning and possible land development plans near common boundaries 
early in the process so that feedback from other municipalities can be considered thoroughly rather than 
as a last minute complaint. 

d. Prepare a joint comprehensive plan. A RPC can be a perfect forum for the creation of a joint 
comprehensive plan, although the final authority for adoption still rests with themunicipal governing bodies. 

e. Share planning staff. If funded sufficiently by the participating municipalities, a RPC can hire professional 
planning staff. This staff may be hired to prepare regional plans – comprehensive, economic development, 
transportation, future growth area, stormwater management, sewer and water service area, etc. – and to 
prepare model ordinances for the participating municipalities. Or it may be hired to prepare municipal 
plans and to review subdivision and land development plans in the municipalities rather than having 
separate municipal planning staffs. Or both. 

f. Prepare a joint municipal zoning ordinance. If the municipalities elect to establish a joint municipal zoning 
ordinance, theRPC is responsible for preparing the ordinance and for preparing future amendments as needed. 

A Regional Planning Commission is also authorized, with the consent of the participating municipalities, to receive 
grants; sign contracts; hire consultants; prepare and sell maps, reports, bulletins and other material; and provide 
services to non-RPC municipalities for a fee. And, municipalities near the border with another state may form a 
regional planning commission including municipalities from that other state if approved by the State Planning Board. 

If a RPC is established that goes beyond the first few steps above, municipal cost sharing for the expenses of the 
commission will need to be determined. Refer to the Chapter III section on Municipal Funding Choices to determine 
the options and select the most appropriate approach or combination for the RPC in your region. 

The enabling legislation for regional planning commissions is not found in the Municipalities Planning Code. RPCs 
are enabled by the Regional Planning Law, 53 Pa C.S. Ch. 23 Subch. C (relating to Regional Planning . In addition to 
authorizing to activities of an RPC discussed above, the law has the following requirements: 

a. A majority of the RPC must be locally elected officials. 

b. A RPC chair’s term is one year; reelection is permitted. 

c. The RPC must keep records of its meetings as a public record. 

Finally, it is important to recognize that a RPC is subject to the commonwealth’s Sunshine, Open Records and 
Financial Disclosure laws. 

Information Technology 
The past few decades have seen a huge transformation in the way that computers and other electronic devices 
have become a daily part of our lives. Years ago citizens found out what was happening by attending municipal 
meetings or reading about the meeting in the newspaper. If they had a concern or issue they attended a meeting 
to speak or wrote a letter. They came to the municipal building to get a permit, pay a parking ticket, or to pick up a 
lost dog found by the police. 

Now citizens expect to see the agenda on line for upcoming municipal meetings and the minutes or other report of 
the results of the meeting posted shortly thereafter. They want to find land development plans, snow plow routes, 
governing body and Open Records Officer contact information, ordinances and regulations, historical records, 
maps, employment opportunities and endless other things on-line. They want to write with complaints, or even, 
occasionally, compliments, by email or text or on Facebook or Twitter. They want to take a photograph of a 
broken stop sign or a pothole, send it to the municipal office electronically, get a quick acknowledgement and see 
that the problem is fixed. They want to pay their sewer and water bills on line. They want to fill out permit 
applications on line and submit them electronically. But, they are still willing to drive to the municipal building to 
pick up the dog while doing most of the other things on their smartphone or tablet. 
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Some municipalities have been fairly successful at being near the front of this change. Most have been mired in the 
middle. And some of the smallest are just starting out on electronic solutions. There is a broad range of 
intergovernmental cooperation opportunities to improving and optimizing the use of electronics and information 
technology in municipal government. While the decision about how far and how fast to get up to date is an 
individual municipality decision, an intergovernmental approach is likely to save costs, provide a more effective 
approach, or both. 

Share municipal policies on IT issues 
There are many issues that arise in Information Technology (IT use in a municipality. By working together 
municipalities, at little or no cost, can address some of the key issues below simply by sharing information and 
developing appropriate policies to cover these issues. 

Records of communications.What is your municipality’s policy for retention of emails? Does it include texts, 
Facebook posts and Twitter posts? Are these communications retained, available and deleted in accordance with 
an Open Records policy? A meeting of officials from several municipalities can lead to improvements for all in this 
area of IT. 

Use of municipal equipment or time.What is the policy for employees’ use of a municipal computer for personal 
email, Facebook use, or other internet access, on paid time or after hours? What is your policy on employee use of 
municipally owned cell phones on municipal time? After hours? What about use of a personal cell phone on 
municipal time? Sharing these policies among officials in several municipalities can lead to identifying the best 
policy for each issue. 

Sunshine issues. Does your municipality have a clear policy on email communications among the members of the 
board, commission or council? Such communications, whether simultaneous (e.g. “reply all” or serial 
(e.g. A to B to C to D can constitute discussion leading to a decision. Such discussion must be done at a 
properly advertised public meeting. Working together municipalities can share their current policies and identify 
opportunities for improvements. 

Communicate electronically 
Municipalities can use electronic means to improve intergovernmental cooperation. One simple way is for the 
municipal secretaries to email meeting agendas of governing body and planning commission meetings to other 
municipal secretaries in the region. This way the secretaries can screen the agendas and see if there are any issues 
of common concern which should be forwarded to their governing body and/or planning commission for 
discussion. Certainly, if the agendas are posted on a municipality’s web site it is possible for secretaries and other 
officials of a neighboring municipality to find out what is on the agenda. However, the direct emailing of the 
agenda is a more affirmative statement that the municipality is open to cooperation and working together. And, 
one of the best, and cheapest, benefits of sharing agendas and information and ordinances is that officials from 
one municipality may have a great idea that others can use as well. Sharing electronically has the benefit of speed 
and reduces copying and mailing costs. 

Coordinate training 
Municipal officials and staff must all learn how to use municipal computers, other electronic devices and software 
effectively. By joining together several municipalities can form the critical mass for a business school or another 
training service to set up classes customized or focused on the particular needs and interests of municipal users. 
These classes can cover the basics or more advanced use of Microsoft Office programs (Word, Excel, Outlook, 
PowerPoint, etc. and the most up to date Windows version. Training can also be set up regionally to cover use of 
other hardware such as smart phones and tablets. With this cooperative training, it is also a good idea to have 
either the trainer or someone from a municipality take the opportunity of the gathering to review the policies on 
the use of municipal electronic equipment. 

If the municipalities share financial management and budgeting software platforms, or police records platforms, or 
zoning or building permit platforms, cooperative approaches to training on these specialized systems can result in 
lower per person costs. Additionally, because of the synergy of the class members working on the same issues at 
the same time, the participants can share on the spot helpful hints and lay the groundwork for future mutual 
assistance. If I know my colleague in the neighboring municipality, and I know they have the same software and 
issues, I can call them for help. 
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Share development of web sites 
Development of an effective web site is a critical task in today’s electronic world. For many citizens, especially 
younger and more web literate citizens, a municipality’s web page is its front door. Its image is at least as important 
as the appearance of a city hall, a borough office or a township building. Just as it is with the municipal building, 
however, it is ultimately more important what’s inside. Is the site functional? Is it user friendly or a mass of hard to 
find links? Are searches monitored to see what people are looking for so improvements can be made? Are 
inquiries invited and acknowledged? It takes time, know-how and money to produce a good web site. 

Larger municipalities may have the capacity to do develop their web site in-house. Most need to get external 
assistance for this task. By working together smaller and midsize communities can select a common platform and 
outside expertise to keep costs lower than individual municipal approaches. The selection of a common platform 
does not keep municipalities from each emphasizing their unique history, culture and interests on their web site. It 
simply means the underlying software platform is the same as other municipalities’ and the economies of a group 
acquisition and development are realized. 

Moreover, by working together municipalities may be able to produce more sophisticated web sites than individual 
efforts. Such sites can provide capabilities for on-line payments of bills and tickets. They can offer dynamic 
electronic forms where the resident or business can fill out the form on line, upload supporting documentation, 
submit the form and attachments, and pay any costs, all from their home or business location. This convenience 
and availability of forms and information is a great service to the residents. Setting up and maintaining the system 
may cost money, but savings will be found in less printing costs and less employee time dealing with questions and 
distributing forms. 

Share IT staff 
Information technology specialists are the men and women who spend a lot of time in dark rooms with blinking 
lights, or so it seems. However, without their expertise and help, municipalities are not able to meet their needs in a 
modern technological world. This staff can be responsible for advising on hardware and software acquisitions, set-
up of new systems, maintenance of servers and individual computers, training of staff and operating a “help desk” 
where other municipal officials and staff go when they have a question. In small communities, intergovernmental 
cooperation can provide access to an in-house expert when there is no ability to do so on a separate basis. In 
midsize communities that might have one full time IT staffer, there is still a great advantage in intergovernmental 
cooperation. Through cooperation, several shifts can be covered, an IT help desk staffed full time, and other staff 
can maintain the IT systems and provide guidance on upgrades and new acquisitions. 

There are several ways to organize a shared IT staff for a group of municipalities. The basic options parallel those 
for police services: regional staff and contract staff. 

Regional IT staff. In this situation, several municipalities join forces to hire a shared IT specialist (or team, 
depending upon size and needs of the participating municipalities. An existing regional body such as a regional 
planning commission or council of governments can be used as the “home” of such specialists, or a special regional 
IT consortium or committee can be formed. Since employment of staff is involved it is necessary that this group, 
existing or new, be properly established under the IGC Code with an agreement adopted by ordinance. This 
agreement, in addition to the basic requirements outlined in Chapter II, should specify the following: 

a. IT staff hiring and supervision responsibility. 

b. The budget process. 

c. The method of determining municipal shares of the cost (see Chapter III for options.  

d. Location of the IT office and Help Desk. 

Contract IT staff. In this model, one municipality, typically but not necessarily the largest, hires extra IT staff and 
provides IT services to neighboring municipalities. Expansion of an existing municipal IT department can be 
accomplished somewhat more easily than establishing a regional IT department; but, the control of the department 
rests solely with the host municipality. In order to avoid problems on this issue an intergovernmental agreement 
between municipalities for contract IT services should address the following issues: 
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a. The initial hourly rate for service and a process for increasing the rate over time. This rate should cover all 
direct, indirect and overhead costs of the providing municipality. (See the section on Contract Police 
Services above for a checklist of items to include in this cost.  Adjustments should be anticipated 
annually, and agreed upon early enough for all parties to plan the expenses and revenues in their 
respective municipal budgets. 

b. The programmed hours of service for each participating municipality. While there needs to be some 
flexibility on a continuing basis, without a programmed level of service for its “customers” municipalities, 
the host municipality could be left with no time for its own work because of extensive and unexpected 
demands from the customers. Or, conversely, the host could be left with substantial costs not recovered 
because IT staff was not used by the customers at nearly the level anticipated. Municipal contract IT 
services is not a private sector, risk and profit approach, but a mutual benefit approach using a contract 
for service basis. The programmed hours and actual hours committed should be reviewed and 
adjustments agreed upon at least annually. Cooperation and understanding is key to a successful IT 
contract for services between municipalities. 

Keep it Current 
In this section of the Handbook we have explored some of the options for intergovernmental cooperation in 
information technology. Perhaps more than in any other area of municipal government the field is changing rapidly. 
It is essential that municipalities keep up with the changes by working together in one or more of the ways 
discussed in this section. 

Councils of Governments 
In Chapter II we discussed Councils of Governments (COGs as a method of cooperation. This section describes 
what a COG does and how to get one started. The reader interested in COGs should review the COG sections in 
both chapters, as well as the cross-referenced sections such as IGC Code agreements and allocating costs. In 
addition, the reader may also wish to review the COG Director’s Handbook published by DCED for professional 
staff working for COGs. 

Why are COGs discussed in two different chapters in this handbook? Because, as noted in Chapter II, COGs are a 
special kind of IGC Code organization. A COG is a method of organizing intergovernmental cooperation, so the 
concept is illustrated in Chapter II, Methods of Cooperation. But, a COG is also an intergovernmental activity in and 
of itself and is included in this Chapter on Cooperative Programs for that reason. 

Getting Started. The idea of a Council of Governments for an area can be initiated in many ways. A single 
municipal official may learn of the concept and immediately recognize its potential for the municipalities in the 
area. A group of municipal officials from neighboring communities may be discussing a common problem and find 
the COG idea when looking for a way to organize a solution. Or, a community organization or civic club may study 
ways of improving local government services in an area and identify a COG as a possible solution. 

A Council of Governments is an organization of the municipalities in an area. The elected officials of the 
municipalities establish the organization and usually serve as the municipalities' representatives to the COG's policy 
board. Because the leaders of a number of communities are involved in organizing a COG, it is important to get 
these officials involved immediately if they are not the initiators of the COG effort in the first place. 

Setting up the first meeting of municipal officials to explore the possibilities of a COG is a critical step. Following is 
an outline of hints to help make this first meeting work. Some of these may seem obvious, but it's a shame to see a 
good effort fail because someone didn't pay attention to such details. 

a. Select a Neutral Location. The first meeting should be in neutral territory rather than in a city or borough 
hall or township building. If a municipal site is selected it might appear as though the host municipality is 
attempting to dominate the meeting. Despite their words to the contrary, the actions of the host 
governing body speak loudly when they take their usual seats at the table in the meeting room and the 
“visitors” take seats in the “audience” area. Examples of neutral sites include hotel meeting rooms, 
schools, libraries, colleges and churches. The site selected should be centrally located and have plenty of 
free parking. 
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b. Use the right sized room. Twenty people in a school auditorium seating three hundred makes it look as 
though no one is interested; twenty people in a room seating 15 is uncomfortable and annoying. 

c. Avoid schedule conflicts.Make certain the meeting to explore the possibility of a COG is not scheduled 
at the same time as the regular meeting of a municipality that might participate. There is no surer way to 
send a message that they are not wanted than to schedule the meeting when they cannot attend. 

d. Avoid election campaigns. If an election campaign is underway the COG idea may become a political 
football rather than a concept for careful study. And, elected officials are often very busy at these times 
and can scarcely afford the time to attend another meeting. 

e. Give lots of lead time. If municipalities are requested to appoint one or more representatives to attend a 
meeting, allow at least five weeks’ notice. This allows each governing body to have at least one regular 
monthly meeting when they can make the appointment(s . 

f. Use name tags.Most of the officials invited to the meeting may already know each other, but often there 
are people who do not know everyone or are not known by everyone else attending the meeting. Name 
tags help each person recognize others whom they may not have met. Distributing a list of officials 
scheduled to attend is also a helpful device for making the attendees feel comfortable. 

g. Sit in a circle. If a room format is used placing the discussion leaders up front and the rest of those 
attending in the “audience” like students in a classroom, participation among attendees is diminished and 
the interaction is seen as focused on the leaders. Sitting around a group of tables in a square or circle large 
enough to seat all those attendingwill greatly enhance the officials' sense of full participation in themeeting. 

If each of these details receives attention, the first meeting of the municipal officials is more likely to be productive 
and to lead to effective follow-up. 

Don't try to accomplish too much at the first meeting. An ideal outcome of the initial discussion might include a list 
of issues the officials want to discuss further and a time and place for the next meeting. 

Selecting a name for a potential COG is often a tricky proposition. The name should be acceptable to all 
municipalities and not be identified by a single municipality's name. Often a commonly used geographic reference 
such as a valley or area name is a good source for a COG name. 

Assistance in getting a COG started is available from the Department of Community and Economic Development. 
Other useful information can be obtained from the Pennsylvania Association of Councils of Governments (PACOG  
or by visiting a COG in your area. 

Addressing Regional Issues. A major function of a Council of Governments is to provide a forum for the discussion 
of regional issues. Regional issues are those that cross municipal boundaries and impact upon more than one 
jurisdiction and can include any of the many responsibilities of the participating municipalities. 

A COG is an ideal organization for such discussions. The COG consists of community leaders who serve on the 
municipal governing bodies and are faced with the responsibility of finding solutions to numerous problems. Many 
times, officials have not even realized others share the same problem until it is discussed at a COG meeting. The 
COG then serves not only to address recognized regional problems, but also to help officials identify common 
problems that they may have thought were isolated, unique problems limited to their own jurisdiction. It is 
precisely because of this potential that a COG works best when it consists of dedicated and interested elected 
officials from the participating municipalities. 

Communications are critically important in a COG. If the typical COG organization of one or two representatives 
from each municipality is used, a mechanism for keeping the remaining members of the municipal governing 
bodies informed is needed. Agendas and minutes of COG meetings, regular newsletters and regular reports at 
municipal meetings by COG representatives are all important. The agenda, minutes and/or newsletter should be 
distributed to all municipal officials, not just to the COG representatives. This can be accomplished electronically for 
most officials, so the added cost to get the information to all officials is minimal. The reports of the COG 
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representatives at their respective municipal meetings are sometimes perfunctory and often are scheduled at the 
end of the municipal meeting. It is important to reinforce constantly the need for an effective two-way 
communication between the municipalities and the COG. 

Some regional issues may require extensive, in-depth analysis. The COG can establish a committee to conduct 
studies or to work with a municipal employee, county planner or a consultant hired for the purpose. A landfill 
location, a regional library or a regional police department might be such an issue. 

A COG can also establish standing committees to work on continuing regional issues. For example, a frequent 
region-wide municipal concern is the status of the state highway system serving an area and the need for 
improvements. A COG standing committee can monitor the road situation closely and prepare regionally supported 
positions for the COG to present at hearings when the Department of Transportation's Plans are being updated. 

Regional concerns are most easily addressed through the regular meetings of an ongoing intergovernmental 
organization. A Council of Governments is usually the best form of organization to address a broad range of 
regional issues because it involves directly those municipal elected officials who must address the problems 
separately if they fail to address them together. 

Providing Joint Services. The second major function of a Council of Governments is the provision of joint 
municipal services. When a COG has not been established by the municipalities in an area, intergovernmental 
programs can be and often are provided through separate IGC Code agreements. However, a COG is a 
multipurpose organization able to provide multiple services through one organization while maintaining close 
control of the regional programs by the participating municipalities. A COG can be used not only to provide new 
regional services, but also to organize several existing regional services as well. 

The provision of new regional services through the COG is a matter of reaching an agreement among the 
participating municipalities to provide the service (or consolidate separate existing municipal programs under the 
sponsorship of the COG. If the IGC Code agreement establishing the COG encompasses the necessary provisions 
and authority for initiation of this service, then no further written agreement is needed. More typically, however, 
another IGC Code agreement, separate from or supplemental to the COG agreement, is needed to spell out the 
specifics of the new program. 

One of the most frequently asked questions is whether a specific regional program offered by a COG must be 
provided in all municipalities participating in the COG. The answer to this question is that it is up to the COG itself; 
there are no state requirements imposed. Almost always a COG allows some flexibility on participation in COG-
sponsored programs organized by separate or supplemental IGC Code agreements. Often, the only requirement is 
that the basic membership obligations of the COG itself (dues and attendance be met to participate in one or 
more of the regional programs offered. 

A COG can also serve as an effective means of drawing together several existing intergovernmental programs. 
Several municipalities in the area may have developed a number of separate intergovernmental programs over a 
period of years. These programs, with independent boards or committees in charge of each, may evolve in 
different directions, using funds from the same group of municipalities to offer programs with differing holidays 
and work hours, unequal pay for similar positions or divergent employee benefits or purchasing practices. The 
municipalities may find these programs competing with one another for attention and funding. A COG can be 
established to provide an overall organizational framework for the shared municipal direction of these separate 
regional activities. The provisions of existing IGC Code agreements for the programs must be respected or 
amended as needed and a transition plan established to allow change in an orderly way and to treat all program 
employees fairly. 

A Council of Governments can be an effective mechanism for the provision of joint municipal programs. A COG 
can organize new regional programs or consolidate existing ones. Or, it can do both. As a multipurpose 
organization of municipalities, a COG is ideally suited to providing municipal services on a regional basis while 
maintaining control and direction by the elected officials of the participating municipalities. 
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Financing Choices. Because a Council of Governments is a multipurpose organization, it may find a number of 
different funding mechanisms desirable for its different operations. For example, it may operate a self-supporting 
regional code enforcement program; maintain a regional recreation facility with municipal support shared on the 
basis of population; and distribute its administrative and overhead costs on an equal basis to each participating 
municipality. All of the cost allocation alternatives discussed in Chapter III might be used by a COG at the same 
time for different programs. It is a major mistake to assume one cost sharing approach is required for all COG 
programs. The COG should consider the options available for each program and adopt the most suitable approach 
for each one separately. Otherwise, the cost allocations for regional programs will not be accepted as fairly 
assessed. This is the first step down the road to dissolution of the program. 

Because a COG often provides several programs with different cost allocations, it is particularly important to 
establish and follow a regular process for budget presentation and adoption. A regular budget process can help 
both the COG and the participating municipalities maintain some year to year stability in the level of funding for 
the COG programs. This stability is helpful to municipalities because costs are predictable and to the sustainability 
of the regional programs which have a reliable funding level. The section on budgets and accounting in Chapter III 
provides some information on how a COG's budget process should work. 

Apart from locally derived financing options, a COG will likely seek federal, state or private funding for new 
programs or initiatives. Cooperative start-up programs are frequently considered favorably by both public and 
private sector funders. In the case of state grants, section 2316 of the IGC Code directs all commonwealth 
departments and agencies to recognize COGs and similar intergovernmental bodies as legal entities and place 
them on a similar footing to single municipalities in regards to eligibility for funding. 

Right-sizing your COG. How many municipalities should be included in a Council of Governments? One of the 
most successful has more than 50 members. Another even more successful COG with extensive cooperative 
programs has only 6 municipal members. The right size for a COG depends upon needs of the member 
municipalities, the activities and programs that are anticipated for that COG and practical constraints for 
geographic proximity. A COG focusing on joint purchasing wants to increase the volume of the purchases to 
achieve maximum economies of scale, so the more members the better. A COG with a shared IT staff person 
needs to have a small geographic area to limit time on the road rather than actually on the job. A COG with a fire 
department, a park or a library needs to be sized appropriately for the service area of those programs. There is no 
right size for all. Bigger is sometimes better. Sometimes smaller is best. Just think about it before making 
assumptions that bigger is better; or the converse. 

Other Programs 
The preceding sections have looked at nine examples of intergovernmental cooperation programs in detail. This 
section will provide a short description of a score of additional possibilities. These discussions will be brief, but 
checking appropriate sections in the chapters on methods of cooperation and allocating costs will give you 
enough information to start work on developing a cooperative program. 

Auction of Surplus Equipment. A joint municipal auction of surplus equipment is the local government equivalent 
of a neighborhood yard sale. The list of items that can be included in the auction is endless. Examples include snow 
plows, police cars, and trucks, paving boxes, rollers, office furniture, calculators, computer equipment, found 
bicycles, lawn mowers and tools. The receipts from a sale are increased for all municipalities if more purchasers 
attend the auction and it is well organized and conducted. A well-known professional auctioneer should be hired 
and the auction should be extensively advertised. An auction is a self-supporting program, with the auctioneer's 
commission and advertising deducted from the sale proceeds. One central location with good access and parking 
is needed. Someone must be responsible for the security of stored items, liability insurance and accounting for the 
funds. Usually an auction is run by an existing intergovernmental organization such as a COG or on an informal 
basis hosted by one of the participating municipalities. If there is not a COG to organize the auction and it is to be 
an ongoing effort, an IGC Code agreement should be adopted to establish responsibilities for insurance, security of 
the items delivered for auction, and administration (e.g., who selects the auctioneer, places the advertisements, 
accounts for the receipts and the distribution of proceeds.  
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Bike and pedestrian trails. Linear bike and pedestrian trails, like highways, should connect origin and destination 
points: home to work, school to home and park to neighborhood. Often such connections are needed for safe trips 
between a residential neighborhood in one jurisdiction and an employment, school or recreation center in another. 
A connecting trail is good for business and good for the residents. Some grant funds may be available from the 
Departments of Transportation or Conservation and Natural Resources. Municipal shares of a trail's cost can be 
allocated on an equal or proportional basis (See Chapter III and organized under an IGC Code contract program. 

Bus System. A region-wide bus transit system is a classic example of why municipalities should cooperate. Without 
cooperation, separate municipal transit systems will probably not exist at all. With cooperation, an effective and 
efficient transit system can be organized to provide commuter, shopping, school, doctor's office and general 
transportation for the residents of the participating municipalities. Chapter I, Why Cooperate illustrates how a 
regional approach makes a service such as transit feasible. A transit system should be organized as a joint 
authority. Funding for a bus system comes from a variety of sources. Typically, a bus system produces some 
income; up to half of the cost can come from passenger fares in a well-run, heavily used operation. State and 
federal grants usually provide much of the balance, with a small municipal contribution. The local government 
shares can be distributed on the basis of population served, mileage of routes in each jurisdiction or actual use if 
riders on each route are counted and assigned to a municipality. The Pennsylvania Department of Transportation 
can provide substantial assistance in organizing a bus service. 

Cable TV Franchise Negotiations.Municipalities have some limited powers to regulate cable television services in 
their communities and to collect a franchise fee from the service providers. This power derives from the municipal 
ownership of road rights of way where cables are located and the municipality’s power to control use of the right 
of way. It is important to note that the Pennsylvania Public Utilities Commission (PUC also has significant 
regulatory powers over cable providers and any area under PUC control preempts municipal franchise powers. 

Negotiations with a cable company can be a complex and daunting task. Joining together in a joint effort to 
negotiate franchises for a number of municipalities at the same time can level the playing field and possibly enable 
the municipalities as a group to hire an expert to advise them and even negotiate on the municipalities’ behalf. A 
cable provider is also interested in a regional approach because it greatly reduces the number of separate 
negotiations they must pursue. This collaborative approach, because it strengthens the position of the 
municipalities and reduces the work for the cable provider, may result in some additional benefits to the 
municipalities in the franchises. 

Short of a regional negotiation, municipal officials can meet to discuss cable TV franchise information and 
negotiating strategies before beginning negotiations with cable provider representatives. This cooperation can lead 
to more realistic expectations and more effective negotiations than going it alone. 

CDBG Grant Administration. The Federal Community Development Block Grant (CDBG program provides funds 
to larger cities and urban counties to help develop decent housing, a suitable living environment, and expand 
economic opportunities. Funds for smaller communities and rural areas come through the DCED under its CDBG 
Program for non-urban counties and other areas that do not receive CDBG funds directly from the Federal 
program. In many cases, the funds for small and rural communities come through their respective county programs. 

A number of Councils of Governments, particularly in Allegheny County, have developed successful 
intergovernmental programs to administer the CDBG grants for their participating municipalities. The advantage of 
a regional approach is that the administrative requirements for CDBG can be complex and time consuming. Since 
such grants come to smaller municipalities on an irregular basis, municipal officials often lack experience and 
expertise to administer the grants and projects according to federal, state and county requirements. By working 
together, a COG or other organization can provide experienced staff to assist with applications, work with 
municipal engineers on project specifications, advertise and manage the bidding process, award contracts, monitor 
projects for compliance with CDBG requirements, and assure a proper audit. 

Economic Development. Pennsylvania communities have faced severe job loss crises in the past. Economic 
development and recovery are critical concerns for our communities and citizens. Chapter I illustrated how our 
municipalities are interdependent. Economic development programs must recognize this interdependence and 
address problems on a regional basis. Efforts to develop a commercial or industrial center to build the tax and 

59 



  
 

                  
                     

                
             
              

              
                

                
                 

               
   

            
                 

           
                

                 
         

                
             

                 
             

            
             

           
                  

                
                

   

               
              

                     
               

 

                    
                
                 

                      
                

                

                 
               

                     
                   

                  
                 

           

INTERGOVERNMENTAL COOPERATION HANDBOOK 
Ju y 2018 

employment base in one municipality may succeed only at the cost of drawing businesses or jobs from a nearby 
municipality. This is not a solution to a problem; it is a transfer of the problem to “the other guy.” An effective 
economic development program must serve all the municipalities in an area. This can be accomplished by a 
cooperative approach to economic development. Grants for such programs are often available from the 
Pennsylvania Department of Community and Economic Development and priority for such funding is given to 
regional efforts. Public/private partnerships where local businesses and industries provide some of the funds are 
frequently used in programs such as the Main Street Manager. Local governments should work together to provide 
the impetus and leadership for such efforts. An existing COG or an informal organization of local government 
officials can accomplish this task, often working in concert with the private sector. And, a more extensive program 
can be organized under a regional industrial and commercial development authority which can earn some income 
to support such efforts. 

Emergency Preparedness. The Emergency Preparedness system in the Commonwealth of Pennsylvania is based 
on an organized hierarchy of responses leading in turn from local (municipal efforts to the county, to the 
Pennsylvania Emergency Management Agency (PEMA and to the Federal Emergency Management Agency 
(FEMA . For example, a county emergency operations center is activated if an emergency is beyond the resources 
of a municipality or has the potential to spill over into neighboring municipalities. PEMA operations are activated if 
an emergency is beyond the resources of a county. 

There are several levels on which municipal officials can collaborate for effective emergency response. One of the 
easiest joint emergency management preparation steps is for municipal officials to inventory their available 
equipment and capabilities (police, fire, public works, etc. and share those inventories. The next logical step is to 
coordinate future purchases of equipment commonly needed in emergencies so that joint capabilities are 
enhanced and duplications among the participating municipalities are reduced. Municipalities can further work 
together to prepare a joint emergency management plan providing for preplanned coordination among the 
municipalities. More advanced levels of intergovernmental emergency preparation include establishing and pre-
equipping a joint emergency operations center and, if there is enough need in your region, employing a part time 
or full time emergency operations coordinator to serve the municipalities. A meeting of municipal officials in your 
region can discuss how far along this spectrum of possibilities is the right level for collaborative emergency 
preparedness for your municipalities. 

Fire Equipment and Mutual Aid.Most volunteer fire companies in Pennsylvania have mutual aid agreements 
with neighboring companies. These agreements provide standby and actual response for major fires and for 
response to a second fire when a company has all its equipment at the first fire. If the fire company or companies 
serving your municipality do not have mutual aid agreements, they should be encouraged to develop such 
agreements immediately. 

A further development of the idea of mutual aid is to establish a coordinated plan, a fire needs assessment, for the 
purchase and replacement of equipment for the volunteer fire companies in a region. Fire apparatus is very 
expensive and municipalities are often asked to share or pay the cost of such purchases. Adjacent companies in 
rural areas may be able to afford only one or two pieces of equipment, usually a pumper and a tank truck. If several 
companies coordinate their purchases through a fire needs assessment, each one may be responsible for a basic 
pumper and one specialized apparatus: an emergency truck, a tanker, or a tower or ladder truck. 

High quality training for volunteer firefighters is essential, both for the safety of the volunteers and for their 
effectiveness as a firefighting team. Municipalities working together can plan and help gather the resources to 
provide a site for the volunteer fire companies in the area to train on a regular basis. This facility can include both 
space to practice automobile and other isolated fires as well as a building for training on fighting structure fires. A 
COG can be a helpful organization for such coordinated planning or the fire companies can be asked to work 
together directly to organize the project. Municipal contributions can be shared on one or a combination of several 
of the options for municipal cost sharing noted in Chapter III. 
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Health Department Services. Did you enjoy the chocolate chip and pet hair cookies you purchased at the 
community fundraising bake sale? Did you find the conditions or food quality in a local restaurant unsanitary? 
These are the kinds of issues that a health department can address. A health department can provide regular 
inspections of restaurants and other food handling establishments, assuring proper food handling practices are 
followed, that the facility is kept clean and vermin free, and the staff includes certified food handlers. The 
department can also provide safe food handling workshops for churches, synagogues, Elks, Lions and Rotary clubs, 
volunteer fire companies, food pantries, soup kitchens and other community organizations that prepare and 
provide food to the public, either for sale or for free. The enthusiastic and committed volunteers who provide all of 
this food are seldom trained in proper food handling and the public has no assurance that proper sanitary 
procedures have been followed. (Girl Scout Cookies are an exception because they sell only packaged cookies, not 
homemade. Local health department workshops can go a long way towards assuring good sanitation practices by 
the volunteer food preparers. 

Small and medium sized municipalities seldom have the volume of business for establishing a local health 
department. However, a number of municipalities working together can reach the threshold for hiring certified 
health inspection staff and establishing a health department and Board of Health. The department can be 
established either as a regional department or a contract with one member municipality, typically the largest or 
most centrally located. The information on regional police and contract police will provide an outline for how to 
proceed with a regional or contract health department. Much of the cost of providing a Health Department can be 
covered by license fees for restaurants. The balance of the costs can be shared among the municipalities using one 
or a combination of the methods outlined in Chapter III. 

A health department and Board of Health can also be an asset in combatting blight in neighborhoods in the 
participating municipalities, especially if the communities have adopted property maintenance codes (see the Code 
Administration and Enforcement section earlier in this Chapter.  

Insurance.Municipalities need to purchase several different kinds of insurance. While the Pennsylvania Political 
Subdivision Tort Claims Act (42 Pa.C.S.A. Section 8541 et seq. substantially limits the liability of municipalities, 
there is still exposure up to the limits provided in the law, and liability is not limited in suits under federal laws such 
as those protecting civil rights. Insurance is also needed for vehicles, equipment, buildings, employee benefits 
(health and life insurance , and municipal officials (e.g., errors and omissions. A helpful resource on this subject is 
the DCED Handbook: Risk Manager’s Insurance Guide. 

One of the strategies to reduce the impact of escalating expense of insurance is to provide the necessary 
coverages through a variety of intergovernmental programs. Employee health insurance is essential for a 
municipality's employees, but it must both be affordable and provide adequate coverage. Very large groups of 
municipalities may consider a complete self-insurance program under an IGC Code agreement. More common is an 
approach where several municipalities join together to form a single, larger employee pool and contract with a 
health insurance provider for the coverage. Some providers offer both better coverage and lower prices per 
employee for larger groups. This approach is often organized under a contract program. 

Liability insurance can also be provided on a large group self-insured basis organized under the provisions of the 
IGC Code. Such a program will be particularly effective when risk management is an integral part of the program. 
Even without pooled or self-insurance, municipalities working together can develop a joint risk management 
program which will help hold down their insurance costs over the long run. Costs of such a program can be shared 
on one or a combination of the methods outlined in Chapter III. 

Libraries. Public libraries are a rich heritage in the commonwealth. Beginning in the late nineteenth century, 
Andrew Carnegie commissioned and funded libraries, starting in southwestern Pennsylvania. Many of our 
communities have still have libraries started by the Carnegie program. While the focus of libraries has evolved in 
recent years from collections of books, periodicals and other documents to dynamic information and resource 
providers (still including significant book collections , their public mission is the same: to provide free access to 
information and to the services of trained library staff to meet the needs all residents. 
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By joining together municipalities can establish, coordinate or combine libraries to provide better library services 
for all of their residents. A number of small libraries with essentially the same collections of books and periodicals, 
no internet access or on-line borrowing capabilities, and open just a few hours a week does not provide a very 
effective service to their residents. By combining forces to create a stronger collection of both paper and 
electronic items, adding hours to include evenings and weekends, and having trained full time library staff provides 
a much better service to the residents of the participating municipalities. Libraries were used as an example in 
Chapter III on options for determining cost sharing for municipalities cooperating in a regional library. 

It is also important to recognize that there is a specific state law, the Pennsylvania Public Library Code (24 Pa.C.S. 
Section 93 1 et seq.), that provides the regulations covering the establishment, board composition and funding of 
public libraries. Municipalities interested in regional library services should work with both existing libraries in the 
county and the State Library. 

Public Access Television.Municipalities working together can establish and sponsor a cable television channel. 
Such a channel can provide a number of opportunities for greater public access to local government activities and 
meetings. Municipal meeting agendas and other announcements can be posted on a bulletin board. Municipal 
governing body and planning commission meetings can be shown on the access channel either live, if the 
equipment is in place, or on tape delay. Gavel to gavel coverage of meetings gives residents a way to see what 
their municipality is doing all the time, a key component of a truly open government. And, with additional 
equipment, the meetings and bulletin board can be made accessible on a web site for on-demand viewing and 
searchable for a particular subject of interest to the viewer. Other programming on a public access channel might 
include interviews with candidates for municipal, county and local legislative offices; regular interviews with 
community leaders (both government officials and others about issues of interest to the community; required 
public education for municipal storm sewer programs; local high school sports; high school graduation ceremonies; 
community parades; and programs of local interest produced at the state level. 

A public access channel is a large undertaking for a single municipality, but a number communities working 
together can garner the resources for such an effort. One source of funds for a public access channel is to dedicate 
cable TV franchise revenues received by each municipality for this purpose. When the municipalities negotiate a 
contract with cable providers as a regional group they may also be able to get the cable provider to provide grants 
for equipment (cameras, computers, vehicles for the channel’s operation. Other costs can be shared by the 
participants on one of the bases outlined in Chapter III. 

Recycling. The Municipal Waste Planning, Recycling and Waste Reduction Act (Act 101 of 1988 established 
mandatory recycling requirements for many Pennsylvania municipalities and all can participate voluntarily. The 
Department of Environmental Protection (DEP reports that almost 95 percent of Pennsylvanians have access to 
recycling either because they live in a larger community with mandated curbside collection, in a community that 
has chosen to provide curbside collection, or in a community that has drop-off collection points. The Act is 
implemented most effectively through regional efforts. An uncoordinated group of municipalities in an area will 
likely have different materials recycled. This reduces the chances for the program succeeding, since private 
businesses will need to find a sufficient material flow for recycled materials to justify starting or continuing 
operations based on that material flow. If the municipalities agree on common materials to be recycled, the 
chances of the private sector successfully responding to this material flow are greatly enhanced. 

Municipalities may also cooperate formally to collect recycled materials. Such cooperation may be organized as a 
joint program to contract with a private business to collect, store and market all recycled materials in the area; or 
as a joint municipal contract program if one municipality has the collection equipment and storage space to handle 
a recycling operation. Costs can usually be built into the trash collection fees charged to homeowners and 
businesses and will be balanced (at least in part by reduced hauling and landfill costs for the non-recycled portion 
of the solid waste stream. 

In addition, municipalities can cooperate in the establishment of a site for composting leaves collected from their 
share of the billions of trees in Penn’s Woods. Such a site needs sufficient space to store a full autumn’s harvest of 
leaves, some equipment to regularly turn the leaf rows to produce good compost and a plan and space for use or 
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sale of the compost before the next autumn, while the initial collection of the leaves can be an individual municipal 
responsibility. 

Recreation Programs.We have already discussed the development of regional recreation facilities. In addition to 
such facilities, region-wide recreation programs can be an effective way to provide services to our citizens using 
municipal, school, or regional facilities. Citizens in an area may be interested in a variety of recreation programs, 
including adult and senior citizen exercise programs, youth swimming and tennis lessons, soccer, football, 
swimming, softball, and volleyball leagues for youth and adult groups and children's summer programs in 
playground areas. However, a single municipality trying to organize such an extensive array of programs on its own 
may have too few citizens interested to support any one program, much less the whole list of activities. If the 
municipalities join efforts, just the opposite can happen. There are enough citizens interested in each and every 
program to make them all feasible. A regional recreation program can be organized under a regional recreation 
board or COG. The recreation programs will produce some income; the balance of program costs can be shared 
by the municipalities by one or more of the options outlined in chapter III. 

Salary and Benefits Survey. A regional survey of municipal salaries and benefits is an excellent budgeting and 
negotiating tool for the participating municipalities. State and national municipal organizations publish some salary 
information, but this general information may not accurately reflect the compensation picture in your area and may 
be a year or two out of date. Fair treatment of municipal employees includes providing a competitive wage and 
benefits plan. Without a competitive compensation plan, municipalities lose their better employees and incur high 
turnover costs. An up to date regional survey ofmunicipal salaries and benefits provides ameasure of amunicipality's 
standing in its ability to recruit and retain employees and should be used as a guide during budget preparation. 

A comprehensive salary and benefits survey is an essential tool during labor negotiations. The employees' 
bargaining unit will know and point out where the municipality falls short of its neighbors' compensation package. 
Negotiators will not draw your attention to parts of the neighbors' packages that are not up to your standards. The 
comprehensive survey is the only way to be prepared with that information. A salary and benefits survey can be 
completed by a COG or on an informal basis. Costs are minimal and should be shared equally among the 
participating municipalities. Or, the municipalities can take turns on an annual basis completing and distributing the 
survey, with any costs paid that year by the designated municipality. 

SolidWaste Collection.Municipalities usually provide for solid waste collection by one of two methods: with 
municipal trucks and crews, or by contracting with a private hauler. The costs of collection are usually covered in 
one of two ways: by tax revenues or by customer charges. Either collection method can be used in combination 
with either payment method. Regardless of the collection and payment system used, a region-wide approach to 
solid waste collection can be more efficient than separate municipal collections. Regional collection provides a 
larger customer base over which to distribute overhead and capital costs. Collection routes can be particularly 
improved where municipal boundaries cut through neighborhoods or across routes. And, the percentage of routes 
in deadhead runs can be minimized. 

If a municipality is to be the provider of collection services for other municipalities, the arrangements should be 
established in an IGC Code agreement. The service can be funded either by payments between municipalities or by 
direct payments from the customer to the collecting municipality. If payments between municipalities are to be 
used, the reader should review the section on contract police services for a more detailed model of a contract 
service. If a joint municipal contract with a private hauler is the approach adopted, an IGC Code agreement 
including determination of the payment method is recommended. Read the section on joint purchasing to be sure 
all key points are covered. 

Stormwater Management. The Municipal Separate Storm Sewer System (MS4 Program is Pennsylvania’s 
approach to administration of the stormwater requirements of the federal Clean Water Act. Nearly 1,000 
municipalities are designated as MS4 communities with responsibility for stormwater management programs 
including a set of minimum control measures and best management practices under the direction of the 
Pennsylvania Department of Environmental Protection (DEP . DEP publishes a Best Management Practices for 
stormwater management for municipal officials. Municipalities can work together to coordinate their stormwater 
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plans and controls and to save costs in plan development by hiring a single consultant or using a shared staff 
person. A low cost aspect of intermunicipal cooperation is to develop a joint program to address the required MS4 
elements for public education and outreach; and for public involvement and participation. Municipalities share 
stormwater problems and a shared program for these elements makes great sense. 

In 2013 Section 5607 of the Municipality Authorities Act was amended to authorize municipal authorities to 
undertake stormwater planning, management and implementation. Under this new power, municipalities may join 
together to form a regional authority based on a natural watershed to handle stormwater issues. If there is an 
existing regional authority whose area matches well with a watershed, the operation of the stormwater system can 
be assigned to that authority by amending the articles of incorporation. An authority has the power to charge a 
user fee to support the costs of planning, constructing and managing stormwater controls. 

Traffic Signal Maintenance. A common problem shared by municipalities is the maintenance of traffic signals. Most 
municipalities have only a few traffic signals but some have dozens or more. Only the largest municipalities own a 
large enough number of signals to make it feasible to hire a skilled employee, purchase a bucket truck and 
maintain a spare parts inventory for signal maintenance and repair. Even with installation of long-lasting LED lights, 
traffic signal maintenance is still a key responsibility; there can be numerous other causes of problems including 
accidents, weather induced shorts, and other issues. 

For most municipalities, intergovernmental cooperation offers a way to achieve an effective signal maintenance 
program. If one municipality in an area is close to being large enough to set up its own maintenance service, the 
cooperation of several neighboring municipalities can benefit both. Such a system can be set up as a contract 
program with cost shares based on an hourly rate or a percentage of total time allocated to each municipality. 
Where none of the municipalities in an area is that large, joining together to hire a single contractor to provide this 
service can be advantageous. The vendors are willing to commit more effort and resources to a larger operation. 
The specifications for the joint contract should include the response time for emergencies, a regular maintenance 
schedule and the required inventory of spare parts. The regional traffic signal maintenance program should be 
organized as part of a COG or as a joint program, and the procedures for joint purchasing should be followed. 

Training for Municipal Officials. A regional approach to training for municipal officials is a great idea. This training 
can range from seminars for governing bodies to computer training for office staff; from safety training for public 
works crews to firearms training for police officers; and specialized training for staff from accountants to zoning 
officers. Often a state department has training available. An example is PennDOT’s Roads Scholar Program for 
training public works crews. A larger, regional audience will be an attraction for state program instructors. It will 
also be a way to lower the cost per person when a paid instructor is needed. Some programs can be located in a 
municipal or other facility in the region. Others, such as a computer class, may be located in a school or community 
college facility designed for such instruction. Even if the training needed is so specialized that it requires travel to 
an out of town site, participants from several municipalities can save money by travelling together. 

Regional training opportunities also have great side benefits. When municipal officials get together to learn, they 
also share ideas and possibilities for cooperation as part of their conversations. This natural conversation can lead 
to more formal consideration of cooperative programs in the future. And some regional training, such as police 
tactical team training, fire official training and public works crew training can familiarize the folks with each other so 
that when an emergency necessitates their collaboration they have some experience working together. 

Volunteer Fire Company Preservation. Volunteer fire companies are an essential part of Pennsylvania’s small town 
and rural areas. Fire volunteers put themselves at risk to fight fires to protect our lives and property. And the 
alternative of paid fire departments in these less populated areas is difficult even to contemplate given the very 
high costs of such departments. Unfortunately, for a number of reasons, the number of volunteer firefighters has 
been in a fairly steep decline for the past 4 decades. DCED reports that over 300,000 Pennsylvanians were listed 
as volunteer firefighters across the commonwealth in the 1970’s; in the 2000’s this number fell under 50,000, a loss 
of more than 80 percent. Some of the issues for the volunteers are long commutes or multiple jobs to support their 
families and spending more time on administrative matters and fundraising for the fire company than fighting fires. 
Municipalities cannot do too much about the commuting and multiple jobs issues; but they can help in other ways. 
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Municipalities can encourage fire companies to work together more closely (see section on Fire Equipment and 
Mutual Aid above to coordinate plans and equipment purchases, set up collaborative recruitment programs, train 
together, and work together on fundraising activities rather than competing for the same funds. Municipalities may 
find that a prudent approach is to provide more funds for the company, perhaps by funding an administrative staff 
position or by replacing fund-raising dollars with municipal funds so that the volunteers can do what they are 
trained and want to do: fight fires and still spend some time with their families. And, municipalities may work 
together to encourage or provide funding incentives for companies to merge or consolidate: one strong company 
is better than two weak ones. A regional consolidated volunteer fire company can provide improved capabilities 
and maintain the volunteer service if it is funded sufficiently to have good equipment and adequate support for the 
company. It may cost more but it is a prudent option; the absence of an effective volunteer fire service in a region 
could lead to much greater expenses for a paid fire department. 
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V. Making Cooperation Work 

Municipal officials who are considering an intergovernmental program for the first time may find several key ideas 
in this chapter that will help them avoid pitfalls others have experienced and achieve success in their initial efforts. 
Old hands at cooperation may find a new perspective on how a program could work better or how one that failed 
might have been saved. The suggestions in this chapter have been organized under five topics for ease of reading, 
but each suggestion really stands on its own. Some suggestions, which may appear obvious, are frequently 
overlooked. This chapter will serve as a reminder to recall the keys, obvious and not so obvious, to a successful 
cooperative effort. 

Start Off on the Right Foot 
Many intergovernmental cooperation efforts have been initiated and promptly failed because well-intended local 
officials did not lay a sound foundation for their cooperative efforts. A good start is essential. If a program starts off 
on the wrong foot, the lion's share of the effort is spent trying to get back in step rather than proceeding with the 
program. Attention to the need for a good start will form the solid foundation necessary for success. 

Be Inclusive.Often, a few key people start the ball rolling for a cooperative program. In fact, almost all ideas for 
cooperation start with a small core group. A new idea must be developed carefully, so it is often the tendency of 
such a core group to keep the effort to themselves until the plans are fully developed. While well intended, this 
closed effort has the appearance of excluding municipalities and officials not part of the core group, even though 
such exclusion may not be intended. This exclusion can create animosity and resistance towards an idea for a 
cooperative program that may otherwise have considerable merit. 

It is better to be inclusive right from the start. Let all potential participating municipalities and municipal officials 
have an opportunity to participate in the development of the idea or at least in the selection of a core working 
group. A self-selected group is viewed with suspicion. A program developed with the presumption that certain 
municipalities will participate and others might be included later, if interested, in effect excludes the latter group. A 
cooperative program has a better chance for success if all potential participants are included from the start. 

Involve Elected Officials. The impetus for a cooperative program often comes from a planning commission, a 
recreation board, a community group, municipal staff or a county official. It is very important that the involvement 
and support of the municipal elected officials be obtained early in the process of developing the cooperative 
program, even if the initiating group does all the work to develop the program. Otherwise, a great amount of effort 
can be wasted on developing a program that may not get its final approval for funding from the key decision-
makers, the municipal elected officials. 

Involve Municipal Staff. Cooperative programs are often perceived as threatening to the responsibilities or “turf” of 
municipal employees and sometimes even to the continuation of their jobs. In some cases, these threats are real; 
jobs may be lost and/or responsibilities transferred to a cooperative program. In such cases, the municipal officials 
must deal with the affected employees fairly and forthrightly. Otherwise, the employees may organize an effective 
opposition campaign generating emotionally charged negative publicity and cause the demise of the cooperative 
program. Frequently, the employees' view of the threat is more a matter of false perception than actual fact. If the 
municipal staff is not involved, they will respond on the basis of their perceptions, and the negative publicity 
described above will defeat a program they would have supported if they had been involved. 

Start With An Easy Project. In an area where there is a potential for a number of cooperative programs or a 
council of governments, it is best to start with an easy project. An easy project exhibits consensus among the 
participating municipalities, involves limited financial risk and has a high potential for success. If such an 
opportunity exists, it is an excellent way to start off. The municipal officials can savor first hand a successful effort 
and build future cooperative efforts on this solid foundation. 
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Communicate Effectively.More good ideas for intergovernmental cooperation fail because of poor 
communications than for any other reason. If all participating municipalities and officials are not kept fully informed, 
the decisions about a cooperative program begin to be made on the basis of assumptions and perceptions rather 
than facts. Newsletters, annual reports, well documented budgets, minutes of meetings and regular reports by 
municipal representatives on cooperative programs are all good ways to communicate. Distribution of written 
information can be facilitated by use of email or other electronic methods. It saves on mailing costs and enables 
the distribution of the material to all members of a governing body simultaneously. When such methods are used it 
is important to remember that the Sunshine and Open Records laws apply to electronic as well as other forms of 
written communication. 

It is best to use more than one method of communication so the messages are reinforced. Reliance on a single 
approach, particularly on oral reports to a municipal governing body by the municipality's delegate on a regional 
program board, are vulnerable to a lack of enthusiasm or articulateness on the part of the delegate. Incomplete or 
distorted information can result from such a report. At the same time, the personal observations and support of a 
delegate can be crucial to a cooperative program's success. Regular reports from municipal representatives are 
very important, but should not be relied upon as the sole means of communication. 

Communication to the public through the press and electronic media is also important. Openness is crucial to the 
success of intergovernmental programs and provides an opportunity to explain the benefits of programs to the 
citizens. In general, the principle of cooperative programs is viewed positively by the press as a good government 
issue. Therefore, the media will usually give positive coverage to cooperative efforts unless there is an effort to 
maintain “secrecy,” an easy way to get negative coverage. 

Maintain a Cooperative Spirit 
Intergovernmental cooperation is strengthened by establishing and maintaining a spirit of cooperation in an area. A 
positive, supportive attitude toward cooperation is a key to success. It makes officials more willing to try a 
program, to give it a chance to work. This section illustrates some elements making up that cooperative spirit. 

Be Proactive. Cooperation does not come to communities that sit on their hands and wait for the other guy to 
start something. A cooperative spirit leads municipal officials to seek out opportunities for cooperation, to be 
proactive. When these potential programs are identified, the proactive community pursues the opportunity with its 
neighbors and works actively to develop the programs into success stories. 

Be Flexible.One of the points of this Handbook has been to illustrate there are numerous ways to organize 
intergovernmental cooperation programs. There is seldom one absolutely right way to organize a given program 
for a given area. In an area with a Council of Governments, officials sometimes assume that all cooperative 
programs must be part of the COG's program, participated in by all municipalities in the COG and on the same 
cost sharing basis as the COG. None of these assumptions is correct. If municipalities take inflexible positions on 
one or more of these points, a program might not get started or may be less effective than possible. Cooperation is 
a matter of give and take. Municipal officials must maintain an openness to different solutions for different 
problems. Since the municipalities will be neighbors for many, many years to come, there will be numerous 
opportunities to gain mutual benefits if a little flexibility now establishes a cooperative spirit for future efforts. 

Be Patient.Municipal officials tend to be action oriented. Elected officials are constrained by the fixed length of 
time before they have to face a reelection campaign. Municipal employees are hired to get things done. And, the 
public generally shows little understanding for a go-slow approach to resolving problems. 

Despite all these pressures for prompt action, cooperative efforts take time and must be approached with 
patience. As we noted earlier, it is often best to start off with an easy project rather than plunging directly into a 
major sewer plant or police consolidation program. A cooperative program also takes longer to organize than a 
municipal program for the same service simply because there are more people and more approvals required. And, 
care is especially important when setting up that first cooperative program in an area to establish a good base for 
future efforts. A patient, step-by-step approach with plenty of time for each step will lead to more success in the 
long run. Announcements of premature or unrealistic implementation dates end up making the project organizers 
look inept and confused. It is important to remain patient. 
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Think Regionally.Municipal officials constantly face decisions about new, expanded or changed municipal services. 
They typically look first to staff changes or to contracting with a private sector firm to provide the services. An 
intergovernmental approach may be an afterthought, if it is considered at all. 

After reading this handbook, you should be prepared to think regionally, to put intergovernmental approaches on 
the priority list of possible solutions to municipal problems. If you ask yourself, “Is there a regional solution to this 
problem?” for every issue raised in municipal government, you will be surprised at the number of times the answer 
is affirmative. To maintain a cooperative spirit, you must think regionally about each and every problem your 
municipality faces. 

Brief New Elected Officials. The spirit of cooperation must be handed down from generation to generation of 
municipal councils or boards. Officials who initiate cooperative efforts are often enthusiastic supporters of regional 
programs and have a strong cooperative spirit. As those officials leave municipal office, their replacements may 
have little familiarity with the cooperative programs or with the underlying spirit of cooperation needed for 
continuing support and participation. These new elected officials must be fully informed about the cooperative 
programs and the spirit of cooperation on which they are based. These new officials will bring with them new 
perspectives and questions. Some of the questions may have been asked many times before, but new officials are 
entitled to the answers. Their new ideas may strengthen the program. This strengthening is most likely if the spirit 
of cooperation has been handed down from their predecessors. 

Proceed With Care 
As a municipality proceeds to develop and support intergovernmental cooperation, it should do so with caution. A 
headlong plunge into uncharted waters is too risky. Instead, a careful, thorough approach is called for. This section 
offers some suggestions on how to proceed with care. 

Study Options Thoroughly. This handbook offers numerous ways of organizing and funding intergovernmental 
programs. If the study is undertaken with diligence and a spirit of cooperation, it will lead to a more effective 
cooperative program. If the study is poorly organized or used to stall a decision, then the critics are right - the 
proposal is being studied to death. A thorough analysis and presentation will provide the officials in all the potential 
participating municipalities the information needed to support the program. Incomplete information often elicits a 
negative response. 

Select Realistic Programs. A companion to thoroughness is realism. A cooperative program that sounds great in 
theory but has little chance of success is a waste of time and money. Those considering cooperative programs 
must have a sense of what is feasible in their area for a particular service, from both a political and a financial 
perspective. One of the most frequent failures in cooperative programs is to attempt a joint purchasing program 
that seems to follow the principles of bulk purchasing, but does not surpass the critical thresholds necessary to 
make these principles effective. A realistic assessment of the possibilities in practice, as well as in theory, is needed 
to build a successful program. 

Right-size programs. How many municipalities should participate in an intergovernmental cooperation program? 
The answers vary widely. One example, the Pennsylvania Local Government Investment Trust, covers the entire 
commonwealth with many hundreds of participating municipalities. Others, such as a shared park or cooperation 
on plowing streets involve only two or three municipalities. The key is to establish an intergovernmental 
cooperation program size based on the scope of the service provided. 

Pay Attention to the Little Things.Often, a terrific idea is presented and is quickly agreed to by all participants. 
Unless this is followed up by a specific written document outlining the details, there is a great potential for 
ambiguity and ultimate collapse of the program because of misunderstandings. Insistence on working out these 
details in advance should be taken as a commitment to the long term success of the program. 
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Watch Out for the Ease of Informality.When participants easily agree to an idea for a cooperative program, there 
is a tendency to accept the agreement informally as initially stated. This is the easy way to start a program: no 
documents, no formal actions, no lengthy debates about details; agreement in principle is all that is needed. The 
ease of this informal agreement is a trap. Unless the agreement is formalized with proper documents and actions, 
there is no permanent agreement. Participants can walk away at will and leave the others hanging. Again, 
insistence on proper procedures should be encouraged as a commitment to the long term success of 
intergovernmental cooperation. 

Allocate Costs Fairly 
Cooperation is free. Cooperative programs cost money. This is not a contradiction. The programs, not the 
cooperation, cost money. But the cost of providing a cooperative service should be less than the cost of each 
municipality providing the same service independently. 

Chapter III presented a variety of ways to share the costs of cooperative programs. The purpose of that chapter was 
to illustrate possibilities. This section suggests how to sort out the possibilities and make your choices work for you. 

Focus on Cost Savings and Outputs. A cooperative program should be a win/win rather than a win/lose situation 
for all participating municipalities. Each municipality should win, saving money through the cooperative approach; 
or at the very least it should break even while providing the same or better, more effective and efficient, quality 
and quantity of service than as a separate unit. 

If each municipality accepts and recognizes this principle, the fair allocation of costs of a cooperative program 
starts to become focused. Whatever formulas or approaches in Chapter III produce a winning situation for all 
participants in a cooperative program are possibilities. A combination of several winning methods is often the best 
compromise. All municipalities should gain from the cooperative approach, rather than one municipality attempt to 
maximize its gain at the expense of others. If the municipalities focus first on the cost savings of the program for all 
participants, then the fair allocation of costs can be worked out. In other words, accept a reasonable compromise 
giving your municipality a reasonable cost savings when compared to the others. Do this rather than attempting to 
squeeze every last dollar out of the formula to your advantage and the others' disadvantage. Such a negative 
approach may defeat the program and, at the least, does not set a cooperative spirit in place for work on the next 
cooperative program in your area. 

Share Total Costs.When a cooperative program is established, it is important to identify and share all of the costs 
associated with the program. If there are hidden costs that come to light at a later date, all participants can be 
soured on a program when they might have supported it all along had they known the true costs from the start. 

The failure to recognize and share total costs of a program arises most frequently in contract programs where one 
or more municipalities purchase a service from another. Typically, the provider municipality starts out by offering 
the service at its marginal cost for an increase above current service levels and fails to recognize all overhead and 
support costs of this marginal increase. A typical example of this problem is spelled out in the section on 
contracting for police service. Sharing the total costs, rather than marginal costs of a program from the start, is the 
only way to insure fairness and avoid problems later on. 

Set Up a Positive Cash Flow. Before beginning a cooperative program, a system assuring timely payment of 
municipal shares of the program must be established. This system should provide payment of those shares in a 
way that avoids the need for the cooperative program to borrow funds to pay its bills. The interest cost of this 
borrowing is simply an increase in the cost of the program, an increase that may make the program appear to be 
less cost effective than it actually is. And, if borrowing is necessitated because one or two municipalities pay late, 
then in effect the municipalities that pay promptly carry the cost of their less responsive neighbors' late payments. 
This lack of cooperative spirit can cause dissention and problems for the cooperative program. It is far better to 
establish and stick to a payment schedule that insures a positive cash flow for the cooperative program. 

Avoid Overdependence on Grants. Grants from the state and federal governments are sometimes available for 
cooperative programs. In some cases, regular grant programs may even have a priority ranking for regional projects. 
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While these grants can be instrumental in helping start a cooperative program, it is amistake to start a program simply 
because the funding is there. A cooperative program should be started only after analysis determines it is sustainable 
in the long run once the seed funding is terminated. In this way, an overdependence on grants can be avoided. 

Deal Directly With Problems 
Since intergovernmental programs are voluntary and cooperative, municipal officials sometimes believe the 
programs are also fragile, that they cannot survive problems. As a result, a considerable effort is expended in 
avoiding problems. A far better strategy is to address problems directly. A program that is so fragile that it shatters 
when faced with a problem is probably not a very sound one. In fact, the process of addressing and resolving 
problems often can be used positively to strengthen programs. This section discusses some of the problems 
frequently faced in cooperative programs. 

Learn From Failures.When a cooperative program is attempted and fails, municipal officials sometimes throw up 
their hands in frustration and swear that intergovernmental cooperation will never work in this area. Since 
municipalities remain neighbors for many years, this approach shuts off many opportunities for cooperation. 
Instead of giving up, municipal officials should use the opportunity presented by the failure to learn about how 
cooperation could work in their area. They should be able to make the next effort more successful. 

Address Turf Issues. The term turf is used to describe the area of responsibility of a person or organization. People 
are usually very protective of their turf. Municipal councils and boards are concerned to maintain control and 
direction of municipal operations. Municipal staff is concerned about keeping their jobs and responsibilities. As a 
result, municipal officials who perceive a threat to their turf from a cooperative program become very resistant to 
that program even if the threat to their turf is imagined rather than real. 

Potential turf issues, imagined and actual, should be identified as part of the process of developing a cooperative 
program. Once these issues are identified, a strategy for addressing the concerns can be implemented. Most turf 
issues can be resolved and the impact of the remainder can be minimized. The only insurmountable problem with 
turf is to pretend that such issues don't exist. 

Recognize Historical Animosities.Municipal officials are generally neighbors for a long time. There may be 
animosities between some officials because of a long past event. While these events may be far distant from 
current efforts at cooperation, the hard feelings may persist and make it difficult for these officials to work 
together. It is important to recognize such animosity when it occurs, especially if it begins to affect the effort at 
cooperation. Once the problem is recognized, it must either be resolved (an often impossible task or a way found 
to work with or around the problem. One strategy is to assign tasks to participating officials to keep the 
protagonists separated as much as possible once the animosity has been identified. In any case, knowledge of such 
animosities will minimize the risk that a cooperative effort will be undercut by a totally unrelated problem. 

Respond Directly to Challenges. There are several challenges frequently asserted as arguments against 
intergovernmental cooperation. These challenges require a direct response, as suggested below: 

a. Challenge: A cooperative program or COG is just another level of government. 

Response: It's no such thing. It's a pooling of the resources and powers of the participating municipalities 
to provide those particular cooperative services in the most effective way possible. There is no other 
“level” of government created. 

b. Challenge: A cooperative program or COG is a duplication of services. 

Response: That is exactly what it is not. In fact, if there was any duplication it was in the separate, less 
efficient services in each municipality prior to cooperation. 

c. Challenge: A cooperative program or COG means a tax increase. 

Response: A tax increase may or may not be needed to provide the services. The cooperative approach 
is a way to minimize the cost. It is the service, not the cooperation that requires tax funds. 
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d. Challenge: A cooperative program or COG means we'll be (1 dominated by the biggest municipality or 
(2 dragged down to the lowest common denominator of the smallest. 

Response: Since intergovernmental cooperation is voluntary, it is entered into only if it is of mutual benefit 
to both or all municipalities. There is no domination or dragging-down of municipalities. 

Conclusion 
At the beginning of this Handbook, we asked: “Why cooperate?” We responded to this question by explaining how 
interdependence practically demands intergovernmental cooperation and how cooperation helps municipalities 
gain greater effectiveness and efficiency in the provision of services. 

This Handbook is devoted to methods and subjects of intergovernmental cooperation. The last section, offers 
some suggestions on how to make your efforts at intergovernmental cooperation a success. 

As municipal responsibilities become increasingly complex and demanding, we must constantly seek the best way 
to provide the services needed by our communities. Part of the solution to this challenge is intergovernmental 
cooperation. Cooperation is in the future of successful local governments. The question only you can answer is 
whether it is in the future of your local government. 
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Intergovernmental Cooperation Code 

Find the Intergovernmental Cooperation Law, and other local government laws at: 
dced.pa.gov/local-government/local-government-laws/ 
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	Preface 
	Therearemorethan2,500municipalitiesintheCommonwealthofPennsylvania:boroughs,cities,townshipsand oneincorporatedtown.Withthisgreatnumberofmunicipalities,Pennsylvanialocalgovernmentofficialshave countlessopportunitiestocollaborate.ThisIntergovernmental Cooperation Handbook hasbeenpreparedto encourageandassistmunicipalofficialstoidentifythepossibilitiesandimplementthecooperativeprogramsthat mostbenefittheircommunities. 
	ThefocusoftheHandbook isonintergovernmentalcooperationamongandbetweensmallandmediumsized communities.Thetargetaudiencesaretheelectedofficialsandprofessionalstaffswhoservethosecommunities. Otherswhomayfindthehandbookhelpfulincludethevolunteerswhoserveonmunicipalauthorities,boardsand commissionsandcitizensinterestedinlocalgovernment. 
	Therearesignificantopportunitiesfor,andexamplesof,cooperationatotherlevelsofgovernment: amongand betweenourlargercities,our67countiesandthemorethan500schooldistrictsinPennsylvania.Theexamples illustratedinthisHandbookmaynotbeofdirectapplicabilityforofficialsatthoselevelsofgovernment,butthe principleshereinareapplicabletocollaborationatanylevel. 
	ThereisanothermodeofIntergovernmentalCooperationnotaddressedinthisHandbook: cooperationbetween municipalitiesandhigherlevelsofgovernment,i.e.thecounty,theState,andtheFederalgovernment.Thisvertical cooperationisalsoakeyopportunityformunicipalofficialstofindwaystomeettheneedsoftheircommunities, butitisbeyondthescopeofthisHandbook. 
	TheIntergovernmental Cooperation Handbook isoneofaseriesofbookspublishedbythePennsylvania DepartmentofCommunityandEconomicDevelopment(DCED .AnumberoftheotherDCEDhandbooksalso includediscussionorreferencestoIntergovernmentalCooperation,rangingfromatotalfocuson intergovernmentalcooperation(Regional Police in Pennsylvania, COG Director’s Handbook toincidentalmention ofworkingtogetherinthehandbooksforelectedofficialsineachclassofmunicipality. 
	TheIntergovernmental Cooperation Handbook canbereadfromcovertocover;oritcanbeusedasaresource likeanencyclopedia,wheretheuserlooksupatopicofspecificinterest.Readerswhotakethelatterapproachare urgedtoalsoreadChaptersI,III,andV.Thesechaptersprovideinformationapplicabletoallthespecificformsof cooperationandprogramideasillustratedinChaptersIIandIV.Municipalofficialsinterestedincooperationina specifictopicareaarealsoencouragedtocheckthelistofresourcesontheDCEDwebsiteandtocontactthe PennsylvaniaAssociationofCounci
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	Introduction 
	Introduction 
	ThePennsylvaniaConstitutionisextraordinarilyclearonthetopicofintergovernmentalcooperation.InSection5of ArticleIX,theConstitutionprovidesasfollows: 
	“Amunicipalitybyactofitsgoverningbodymay…cooperateoragreeintheexercise ofanyfunction,powerorresponsibilitywith…oneormoreothergovernmentalunits….” 
	Notetheword“any”inthisconstitutionalstatement.Itisallencompassing.Itisunlimited.Ifamunicipalityhasa function,powerorresponsibilityunderitsrespectivemunicipalcode,homerulecharteroralawofgeneral application,thenithasthepowertocooperatewithitsneighborsonanyfunction,powerorresponsibility. 
	MunicipalitiesgenerallyderivetheirauthorityfromlawsadoptedbytheGeneralAssembly;e.g.,themunicipal codesandlawsofgeneralapplicationsuchastheLocalTaxEnablingActandtheMunicipalitiesPlanningCode. TheConstitution(Section1,ArticleIX directstheGeneralAssemblytoprovidebylawforlocalgovernments.The GeneralAssemblyenactslegislationwhichgrantsandlimitstheauthorityoflocalgovernments,definingmunicipal functions,powersandresponsibilities.Inthecaseofintergovernmentalcooperation,thesituationisdifferent.The Constitutiondirect
	Theintergovernmentalcooperationprovisionwaspartofthe1968revisionstoourcommonwealth’sconstitution. Notwithstandingthedirectconstitutionalgrantofauthoritytolocalgovernments,theGeneralAssemblypassed theIntergovernmentalCooperationActofJuly12,1972,P.L.762,commonlyreferredtoatthetimeasAct180oras Act180of1972.Thelawreiteratedtheconstitutionalauthoritynotedaboveandprovidedsomerequirementsfor implementationofthelaw. 
	In1996theGeneralAssemblyapprovedAct177tomovetheIntergovernmentalCooperationlegislationfroma stand-aloneact(Act180of1972 toitsproperplaceinthePennsylvaniaConsolidatedStatutes.Thiscodificationof thelegislation,whichdidnotchangethesubstanceofthelaw,isnowfoundinTitle53,Sections2301through2317 ofthePennsylvaniaConsolidatedStatutes.AcopyofthesesectionsofTitle53isincludedintheappendixofthis Handbook.Standardformsofreferencetothesectionsoftheconsolidatedstatutesprovisionsonintergovernmental cooperationare53PaC.S.Ch
	Asaresultofthecodificationofthelegislation,referencesinthisHandbook tothelawwillbetothe IntergovernmentalCooperationCodeandabbreviatedasIGCCodeorIGCC. 
	TherespectiveMunicipalCodesalsospecificallygranttheauthoritytomunicipalitiesforintergovernmental cooperation.Thepertinentsectionsofthemunicipalcodesareasfollows:theBoroughCode(Section1202(24  ; the3dClassCityCode(section2434(b  ;theFirstClassTownshipCode(Section1502(LIII  ,andtheSecond ClassTownshipCode(Section1507 . 
	InadditiontotheIGCCodeandMunicipalCodes,numerousotherPennsylvaniastatutesauthorize,andsometimes establishspecificrequirementsfor,intergovernmentalcooperation.NotableamongthesearetheMunicipality AuthoritiesAct,theMunicipalitiesPlanningCode,thePublicLibraryCode,theCommonwealthProcurementCode, andthePennsylvaniaConstructionCodeAct.SomeoftheselawssimplycrossreferencetheIGCCodeandaddno specificadditionalrequirements.OthershaveveryspecificrequirementsthatsupplementtheIGCCode. Referencestotheselawswillbeprovidedin
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	I.WhyCooperate  
	I.WhyCooperate  
	Whyisintergovernmentalcooperationakeytosuccessinmunicipalgovernment?Whyiscooperationthewaveof thefuture?Whycan'twegoitaloneaswealwayshave,relyingonourownresources?Whycooperate? 
	Theanswerstothesequestionsarefoundinthethreetopicsdiscussedinthischapter.Thefirstistheshared interestorinterdependenceofthecitizenswhomakeupourmunicipalities.Thesecondiseconomy,theeconomies ofscalethatcanbeaccomplishedbyincreasingthesizeorextentofgovernmentalactivities.Thethirdisthe effectivenesswhichcanbeachievedwhengovernmentalactivitiesandprogramsaresufficientlywelldeveloped. Wheninterdependence,economyandeffectivenessareconsideredasawhole,intergovernmentalcooperation clearlyisthefutureforsuccessinlocalg
	Interdependence 
	Interdependence 
	Municipalboundariesarenotwallsorbarricades.Mostoftheactivitiesaffectingourcitizensfollow“natural” boundaries.Anycoincidenceofmunicipalboundariesandthesenaturalboundariesoccursinfrequentlyand randomly,notbydesign.Ourcitizenscrossmunicipalboundariesandareaffectedbyactivitiesthatcrossthese boundaries.Asaresultweareinterdependent;whatwedoaffectsothersandwhattheydoaffectsus. 
	Thescopeofourinterdependenceisformedbyeconomic,physical,socialandgovernmentalfactors.Wemust examineeachofthesetodeterminehowtheycreateandshapetheinterrelationshipsamongourcitizens. 
	largerurbanareastheeconomicactivitiesofaresident(rentingorbuyingahome,shopping,banking,diningout, doctors'anddentist’svisits,andmanyothers maycovertenortwentymunicipalities. 
	EconomicFactors.Frequentlyacitizenresidesinonemunicipality,isemployedinasecondandshopsinathird.In 

	Theeconomicsystemwhichservesthecitizenisbasedonamarketarea,notonmunicipalboundaries.Themarket areaisdefinedbyeconomicratherthanpoliticalcriteria.Newspapers,televisionandradiostationsservethe economicmarketarea.Eventhosethattargetasuburbanareaofalargerurbanareaservethateconomic submarketareagenerallyandarenotrestrictedbymunicipalboundaries.Helpwantedadsandgrocerystore couponsdonotrecognizeboundarylinesbetweencities,boroughsandtownships.Asaresult,theeconomiclifeof aresidentislivedaspartoftheeconomicormarketar
	Thedecisionsofamunicipalgovernmentaffectingtheeconomicsystemaffectnotonlyitsresidentsbuttheresidents ofotherjurisdictions.Theresidentsofamunicipalityareaffectedbyeconomicdecisionsinotherjurisdictionsas wellastheirown.Thiseconomicinterdependencepointstotheneedforintergovernmentalcooperation. 
	PhysicalFeatures.Mountains,rivers,highwaysandaircurrentsarenotrespectersofmunicipalboundaries.Whilea mountainridgeorriveroftenservesasaboundarylinebetweentwomunicipalities,thephysicalfeaturecontinues evenwhenthemunicipalbordercomestoanend.Highwayslinkwork,home,schoolsandshoppingto neighborhoodsinnearbymunicipalities.Bridgescrossariverorstreamonaboundaryline,tyingtogetherthe citizensoftwomunicipalities. 
	Pollutantsseepingintoastream“disappear”onlybyflowingintothenextmunicipalityandtheonebeyondit. Mountainsandridgesestablishdividingpointsforstormwaterrunoffandeconomicalseweragesystemsbasedon gravityflow.Thatwaterrunsdownhillissuchacommonplaceunderstanding,weforgethowthisphysicalfactties ourmunicipalitiestogetherandrequiresintergovernmentalapproachestofloodcontrolandsewerageprojects. 
	Evenaircurrentstieustogether.Odorsfromapoorlyoperatedoroutdatedsewertreatmentplantmayaffect neighborsinnearbymunicipalities.Pollutantsfromindustrialsourcesmayspreadacrossthemunicipalboundaryto aresidentialneighborhood.Thepotentialdistributionofradioactivegassesorparticlesfromanuclearplant accidentfollowsaircurrentpatterns,notmunicipalboundaries. 
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	Frequently,aphysicalfeaturebecomesthecommonwayofdescribinganareathatencompassesmany municipalitiesbutisphysicallyinterdependent.Thenamesoftheseareasarepublicrecognitionthatthereisa commonphysicalfeature,aphysicalinterdependenceamongthemunicipalitiesofthearea. 
	SocialGroupings.Synagogues,andchurches,Lionsclubs,hospitalauxiliariesandquiltingclubsfollowthepatterns ofeconomicandphysicalinterdependence.Membershipandparticipationintheseandtheinnumerableother socialactivitiesenjoyedbyourresidentsisseldomlimitedbymunicipalboundaries.Instead,theextentof participationinsocialactivitiesisreinforcedandinfluencedbytheeconomicandphysicallinkagesbetweenpeople; andthissocialinterdependencereinforcestheeconomicconnections. 
	GovernmentalInterdependence.Therearenumerousgovernmentalagencies,activitiesandinstitutionswhichcut acrossmunicipalboundariesandtieustogetherintolargercommunities.Consolidatedschooldistrictsarethebest recognizedofthese.Othersincludethelegislativedistrictsinwhichourstaterepresentativesandsenatorsareelected; theDepartmentofTransportationdistrictsresponsibleforourstateroadsystem;theU.S.PostalServiceestablishment ofacommunitypostofficenameforourmailingaddress;thestateparksandgamelandsopentoallresidents;and thest
	Let'sexaminetheimpactoftheU.S.PostalServiceasanexample.ThePostalServiceestablishespostofficesto serveallourcitizens.However,thenamesofthesepostofficesareselectedbasedonthenameofacentral location.Townshipsinparticularareseldomrecognizedbythissystem.Townshipresidentsalmostalwaysreceive maildeliveredbyapostofficewiththenameofanadjacentboroughoranunincorporatedvillage.Evensome boroughresidentsreceivemailfromapostofficewiththenameofanearbycityoralargerorolderadjacent borough.Theimpactofthissystemisthatpeopleofte
	Justasintheexampleofthepostaladdresses,theothergovernmentalactivitiestendtopullustogetheracross municipalboundaries,tocreatecommunitiesofcommoninterestandinterdependencethatincludeseveralor manymunicipalities.Combinedwiththesocial,economicandphysicalfeatures,thisgovernmentalactivity establishesandreinforcesaninterdependencelinkingustogetherfarmorestronglythanmunicipalboundaries separateus. 

	Efficiency 
	Efficiency 
	Theefficienciesresultingfromcooperationshouldseemobvious.Businessoperatorsandeconomistscallthis principleeconomiesofscale.Whetherstatedincommonsenseoreconomists'terms,theprincipleisasoundone, onethatcanbeachievedthroughintergovernmentalcooperation. 
	Inthenextthreesectionsofthischapterwewillillustratehowintergovernmentalcooperationcanhelp municipalitiesreachcriticalthresholds,distributeoverheadcosts,andmaximizeutilizationofcapitalequipmentand facilities.Eachofthesesectionsdescribeshowthemostefficientuseofmunicipalfundscanbeachieved. 
	CriticalThresholds.Wemustunderstandthepracticallimitationsbeforewecanimplementmunicipalcostsavings programs.Whileavendorgenerallywillsellmoregoodsforalowerperunitcost,thebestpricebreakscomeat certaincriticalthresholds.Thesethresholdsaredeterminedbythepackagingoftheproductandthepricing systemusedbythemanufacturerorwholesaler.Forexample,commonthresholdpointsforpaperpurchasesare thepad,theream,thecartonorcase,thepalletandthetruckload.Ifpaperispackaged500sheetstotheream and20reamstoacase,purchasing1,000sheetsis
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	Thisprinciplealsoappliestomunicipalinvestmentsandborrowings.Combining(notcommingling fundstoobtain $100,000orgreateramountsforinvestmentsmaximizesthereturnforthemunicipality.Similarly,thereisa thresholdfortheminimumeffectivemunicipalborrowingthroughabondissue.Interestratesforabondarelower thanotherborrowings,butthe“up-front”costs(investmentbanker,bondcounsel,printing arehigh.Ifthebondis notlargeenough,theseup-frontcostsnegatethesavingsfromthelowerinterestrate.Becauseinterestratesand theup-frontcostsvary,the
	Inthecaseofbothinvestingandborrowing,severalextensiveintergovernmentalcooperationeffortshavebeen initiated.Investmentpoolshavebeenestablishedcombiningmunicipalfundstoachievecriticalthresholdsfor investments.Thisapproachprovidesbothhigherinvestmentreturnformunicipalitiesandincreasedliquidityof municipalinvestments.Theseareparticularlyattractivefeaturesforsmallermunicipalitieswithsmallamountsto invest.Severalbondpoolshavebeenestablishedtospreadup-frontcostsandmakesmallerborrowingsefficient. Inordertosurpassac
	DistributionofOverhead.Thereareoverheadorindirectcoststhatimpactoneverymunicipalactivityand program.Manyofthesecostsarecapitalorfacilitycostsandwillbediscussedinthenextsection.Inthissection, wewillfocusontheareathatisusuallythelargestmunicipalexpenditure:personnelcosts.However,theprinciples outlinedhereapplytoalloverheadcosts.Intergovernmentalcooperationisoftenagoodwaytominimizeany overheadorindirectpersonnelcosts. 
	Ineachmunicipalitythereareadministrativeactivities:records,correspondence,accounting,etc.Inmostthereare alsosupervisorycosts,theamountrequiredtosuperviseanddirecttheactivitiesofemployees.Weshouldexamine theseareasandreducetheper-unitcostofsuchactivities;wecanoftendosothroughintergovernmentalcooperation. 
	Forexample,twosmallmunicipalities,perhapsaboroughandatownshipnexttoeachother,mayeachconclude thattheyneedaprofessionalmanagertoruntheirday-to-daybusiness,butneithermunicipalitycanaffordthe costofaprofessionalmanager'ssalary.Ifthenumberofemployeesineachjurisdictionisalsosmall,thedecisionto hireamanagerwillprobablybepostponedsincethecostofthis“overhead”isnotjustifiedintermsofmunicipal servicesbeingprovided.Theintergovernmentalcooperationalternativeistojointlyhireamanagertospreadthis overheadcostacrosstwogroup
	Inlargermunicipalitieswithdozensorevenhundredsofemployees,thegreatestopportunitiesforreducing overheadpersonnelcostslieintheareaofspecialists:purchasingofficers,personnelofficers,policeinvestigatorsor juvenileofficers,policetrainingorplanningstaff,codeenforcementofficers,informationtechnology(IT specialists, dogcatchers,orriskmanagers.Ineachcasewhereamunicipalityhasaneedtoaddafunctionorspecialtytothe ranksofitsemployees,itcanusuallydosomoreefficientlybysharingthatactivitywithneighboringmunicipalities andspr
	MaximumUtilizationofCapital.Afterpersonnelcosts,themajorexpenditureofmunicipalfundsisforcapital equipmentandfacilities.Municipalcapitalequipmentmayincluderoadmaintenanceequipmentsuchastrucks, loaders,backhoes,pavers,androllers;firetrucks;sewercleaningequipment;brushchippers;streetsweepers; garbagetrucks;policecommunicationsequipmentandagreatvarietyofotheritems.Municipalcapitalfacilities mostoftenincludeamunicipalbuildingandmayincludefirestations,sewagetreatmentplants,parks,swimming poolsandrecreationcenters
	Somecapitalinvestmentsforfacilitiesandequipmentarenotsuitableforintergovernmentalcooperation.Anew municipalbuildingforaboroughisnotwellreceivedbythetaxpayersifitislocatedinanadjacenttownship.A snowplowisnotveryhelpfulifaboroughcrewhastowaituntilacitycrewisthroughusingit.Whilethese 
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	examplesshowthattherearelimits,manyfacilitiesandequipmentmaybemoreeffectivelyobtainedthrough intergovernmentalcooperation.Inparticular,specializedequipmentsuchasasewercleaner,asignmachine,a streetsweeper,orapavermaybeacquiredjointlywherenoneoftheparticipantscouldobtaintheequipmentby itself.Thesameistrueofspecializedfacilitiesforpublicsafety(afirehouse ,publicworks(asaltshed ,recreation (apoolorpark oralibrary. 
	Ifamunicipalitypurchasesastreetsweepertobeused75daysayear,itincursafixedcapitalcostforthatactivity. Ifacooperativeeffortamongthreemunicipalitiescanputthesweeperontheroad150daysperyear,asubstantial savingsincapitalcostperdayisachievedandallthreemunicipalitiessavemoney. 
	Capitalfacilitycostscanbesharedinasimilarmanner.Twosmallmunicipalitiessharinginthecostofdevelopinga parktoservetheresidentsofbothreducesthepercapitacostwhilemaintainingtheservice.Afirearmstraining rangeforasinglepolicedepartmentmaybeusedonedaypermonthoronly12daysperyear.Acombinedeffort forsixmunicipalitieswillrequirethesamecapitalbutthiscostcanbespreadover72daysperyear. 
	Bothcapitalequipmentandcapitalfacilitiescanbedevelopedmoreefficientlythroughintergovernmental cooperation.Theexamplescitedaboveillustratetheprinciple:sharethecapitalcosttomaximizetheefficiencyof theinvestmentofmunicipalresources. 

	Effectiveness 
	Effectiveness 
	Municipalservicesmustbebothefficientandeffective.Theymustgetthejobdone.Aservicethatdoesnotget thejobdoneisagreaterwasteoftaxdollarsthanonethatdoesthejobinefficiently.Becauseservicesmustbe deliveredonanappropriatescale,staffedwithqualifiedpersonnel,andprovidedwithessentialequipment, intergovernmentalcooperationisavaluabletoolforthedeliveryofeffectivemunicipalservicesandprograms. 
	Oftenamunicipalservicemaybedesiredbytheresidentsandsupportedbytheirelectedofficials,buttheeffective provisionofthatserviceisbeyondthereachofthemunicipality.Cloggedstormsewersmaybeaprobleminyour municipalitybutthesourceofthesilt-ladenrunoffisinasubdivisioninanothermunicipality.Ateencentermaybe neededtohelpreducevandalismproblemsinasuburbantownship,butthebestsiteforthecenterisanoldschool buildingintheadjacentcity.Acodeinspectormaybeneededfor15hoursperweek,butthequalifiedcandidates forthejobneedfull-timework.M
	Thereareseveralcircumstancesinwhichintergovernmentalcooperationwillenhancetheeffectivenessofmunicipal programs.Theseincludeserviceswherealargenumberofpeopleisneededtobeeffective,wherethegeographic scopeoftheproblemcrossesmunicipalboundaries,wherespecializedpersonnelorequipmentareneededand whereemergencyneedsfarexceedbasicserviceneeds.Thefollowingsectionsillustrateeachofthesecategories. 
	WhereLargeNumbersAreNeeded.Themostcommonexamplesofmunicipalserviceswherealargenumberis neededforeffectiveoperationaresewagetreatmentplantsandtransitsystems.Inotherwords,theseservicesmust beprovidedonanappropriatescale.Withoutasufficientflow,asewagetreatmentplantisbothinefficientand ineffective.Combiningtheflowfromseveralmunicipalitieswillmakepossiblethedevelopmentofaneffectiveplant. Abustransitsystemissimilarlydependentuponasufficientnumberofpassengers.Tobeeffective,atransitsystem mustservetheentireeconomic
	WhereProblemsCrossMunicipalBoundaries.Theeffectivesolutiontoaproblemisoftenfoundbeyondthe municipalboundary.Inthecloggedstormsewersproblemnotedabove,atreatmentofthesymptomsoftheproblem -cleaningoutthestormsewers-canbeaccomplishedbythemunicipalitystuckwiththeclean-uptask.However,an effectivesolutiontotheproblemoverthelongrunrequiresanintermunicipalapproachtowardsprevention. Preventionisalmostalwaysamoreeffectivelongrunapproachthantreatmentofthesymptomsofaproblem. 
	Similarproblemsoftenarisewhenneighboringmunicipalitiesestablishzoningandsubdivisionregulationsandfail tocoordinatetheirwork.Theuncoordinatedordinancesmayactuallyencouragedevelopmentpatternswhich 
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	workagainstthelogicalextensionofwaterlines,sewersandroads.Adjacentincompatibleusesmaybeallowed, separatedonlybyaninvisiblemunicipalboundary.Municipalboundariesdonotmakegoodnoisebarriers,or soundscreens,ortrafficcontrols. 
	Sincezoningandsubdivisionordinancesaremajortoolsinmanagingdevelopmentpatterns,intergovernmental coordinationofmunicipaldecisionsisessential.Thestrongestformofplanningcoordinationisjointzoning.Short ofjointzoning,regularcoordinationofmunicipalplansandordinancescanbeaccomplishedbyregionalor multimunicipalcomprehensiveplanningandimplementation,jointplanningcommissionmeetings,regularmeetings ofelectedofficialsorstafflevelinteraction. 
	WhereSpecialSkillsAreNeeded.Inanymunicipalityofanysizetherearespecialskillsneededtodothejob effectively.Thesemaybebeyondthereachofthemunicipalityoritsresources.Themunicipalitycanbeeffectivein itsdeliveryofservicesonlyifitseeksasolutionthroughintergovernmentalcooperation. 
	Intheverysmallestmunicipalitiesthespecializedskillsneeded,butnotobtainedthroughindividualefforts,maybe thoseofacompetentsecretary-bookkeeper.Nomunicipalitycanoperatewellwithouteffectiveperformanceof theseduties.Byjoiningtogether,twosmallmunicipalitiesmaybeabletohireandretainacompetent,full-time personwhenneithercouldattractthisqualityofhelponapart-timebasis. 
	Inmediumandlargersizedcommunities,thespecializedneedsbecomenarrowerandmorespecific.Theymayinclude codeofficers,purchasingagents,dogofficers,healthofficers,policeinvestigators,ITtechnicians,humanrelations specialistsandanynumberofothersneededtodoaneffectivejob.Oftenthebestway,oreventheonlyway,to obtainthiskindofspecializedprofessionalstaffistocombineeffortsthroughintergovernmentalcooperation. 
	WhereEmergencyNeedsExceedBasicNeeds.Ourbasicmunicipalpublicsafetyforcesareourpoliceandfire departments.Firedepartments,inparticular,havelongrecognizedtheneedformutualaidinemergencysituations whereasinglefirecompanyisineffectivebutmanymayputoutaconflagrationbyworkingtogether.Thepoint illustratedbythesemutualaidagreementsisthatamunicipalserviceshouldbesizedtomeetitsbasicneedsand relyuponintergovernmentalcooperationtomeetemergencyorextraordinarysituations. 
	Goodmutualaidagreementsbetweenmunicipalitiesfortheirpolicedepartmentsalloweffectiveday-to-day policingtobeaccomplishedwithbasicdepartmentsizeandemergenciesareeffectivelymetthroughtheaid agreements.Mutualaidagreementsforfirecompaniesthatgobeyondthenormandprovideforcomplimentary ratherthanduplicatedrollingstockwillprovideformoreeffectivefireprotection.Fourfirecompanies,eachwitha pumperandatanker,serveacommunitylesswellthanhavingseveralcompaniesforegothetankerandowninga laddertruckoranemergencysupportvehiclein

	CooperationistheFuture 
	CooperationistheFuture 
	Webeganthischapterwiththequestion:Whycooperate?Theprecedingsectionshaveoutlinedsomeof thereasonswhymunicipalgovernmentsshouldworktogether:ourinterdependence;greaterefficiency;and moreeffectiveness. 
	Ascommunitiesgrow,sodoneedsfornewandexpandedservices.Astimepasses,ourcitizenscometoexpect morefromtheirmunicipalgovernments.Thestateandfederalgovernmentscontinuetorequiremore sophistication,servicesandpaperwork(evenifitiselectronic“paperwork”. Ourresponsetomeettheseincreasing demandsisformunicipalitiestoworktogether.Cooperationisthefutureoflocalgovernment.Thequestionis whetheritisinyourmunicipality'sfuture. 
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	II.MethodsofCooperation 
	II.MethodsofCooperation 
	Thischapterfocusesonthevariousmethodsoforganizingintermunicipalcooperation.Fourmajorapproacheswill beexamined:generalagreements,IGCCodeagreements,councilsofgovernmentsandjointauthorities.Other methodswillbebrieflynoted. 
	Mostmunicipalitieshaveexperiencewithoneormoreofthesemethods,mostcommonlywithinformalgeneral agreements.Thisexperience,whencombinedwiththesuggestionsinthischapter,willprovidemunicipalofficials withaframeworkfororganizingtheirfutureeffortsinintergovernmentalcooperation. 
	Inorganizinganintergovernmentalcooperationactivity,certainfactorsmustbeunderstood:who'sincharge,who doeswhat,whenitistobedone,andhowcostsaretobeallocated.Thelastpoint,allocationofcosts,willbe discussedinChapterIII.Theorganizationalapproachesormethodsofcooperationdescribedinthischapterwill coverthefirstthreepoints. 
	Beforewebegintoexaminethemethodsforcooperation,severalpointsshouldbenoted.First,intergovernmental cooperationisahighlyflexibleactivity.Organizationsthatworkbestforothersmaynotbethemostsuitablefor yourparticularcircumstances.Themethodsoutlinedhereshouldbeusedasexamples,notasrules.Second,itis possibleandoftendesirablethatamunicipalityhavedifferentintergovernmentalarrangementswithdifferent neighboringmunicipalities.Ajointsewerauthoritybetweenaboroughandtwotownshipsisentirelyconsistent withtheborough'smembershi
	GeneralAgreements 
	GeneralAgreements 
	Generalagreementsincludeallthoseunwrittenandwrittenagreementsnotformallyadoptedbyordinanceunder theprovisionsoftheIGCCode(seenextsection oroneofthelawsofgeneralapplicationgoverning intergovernmentalcooperationsuchastheMunicipalityAuthoritiesAct.Manyoftheseagreementsareverysimple andlimitedinscope.Aboroughplowsatownshipstreetandviceversabecauseitresultsinbettersnowplow routesforboth.Atownshipbuyscopierpaperandsellssomeofittoanothermunicipalityatcost.Acitylendsa streetsweepertoatownshipforafewweeksandobtainsu
	Unwrittenhandshakeagreementsareinformal.Thatinformalityisboththebenefitandthebaneofsuch agreements.Asaresultoftheirinformality,handshakeagreementsareeasytoarrange.Oftentheinformality,the “let'sjustworkitout”approach,istheonlywaymunicipalitiescanworktogether.Thepartiesshakehandsonlyif cooperationisofmutualbenefit,andnoformalorlonglastingcommitmentisrequiredwhichmaybethreatening totheparticipants.Theinformalityofhandshakeagreementsalsoleadstotheirshortcomingsandlimitations. Becausethereisnoformalagreement,mis
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	Writtengeneralagreements,oftentitledMemorandaofUnderstanding(MOU ,areasteptowardstheformalityof anIGCCodeagreement.Suchagreementsmaybeapprovedbythemunicipality’sgoverningbody,byvoteorby resolution,ormaybeexecutedbyseniorstaff(manager,chiefadministrativeofficeroradepartmenthead.  WhetheraMOUorothergeneralwrittenagreementisbrief,orspellsoutthefullextentanddetailsofthe cooperativeagreement,itstilllackstheweightofadoptionofanordinancebytheGoverningBody. 
	IsthepassageofanordinancemandatoryforIntergovernmentalCooperation?Section2305oftheIGCCode statesthatmunicipalitiesmayenterintointergovernmentalcooperationuponpassageofanordinancebythe governingbody.However,asnotedintheIntroductiontothisHandbook, theauthorityforlocalgovernmentsto cooperatecomesdirectlyfromtheConstitution,andtheconstitutiondoesnotstatearequirementforan ordinance.Asmunicipalofficialslookaroundattheirneighborsandtheirowneffortsatcooperation,theywillfind almostendlessexamplesofintergovernmentalc
	Furthermore,section2316oftheIGCCodestatesthatstate“…departmentsandagenciesintheperformanceof theiradministrativedutiesshalldeemacouncilofgovernments,consortiumsorothersimilarentitiesestablishedby twoormoremunicipalitiesunder[theIGCCode]asalegalentity.”Implicitinthisstatementisthatstate departmentsandagenciesarenotlikelytoregardcooperativeeffortsnotestablishedbyordinanceaseligiblefor stategrantsandotherformsofassistanceorrecognition. 
	Itisrecommendedthatgeneralintergovernmentalagreements,informalhandshakeorwritten,belimitedto activitieswhichdonotentailformaljointownershipofproperty,employmentofstaff,borrowingfunds, enforcementactivities,otherlegalresponsibilitiesorassistancefromthecommonwealth.Thismattermayseem minorformunicipalitiesjustbeginningtoworktogether,butinthelongrunitisbettertoworkoutallthedetailsin aformalagreementadoptedbyordinanceofthegoverningbody. 

	IGCCodeAgreements 
	IGCCodeAgreements 
	TheIntergovernmentalCooperationCode(IGCCodeorIGCC wasinitiallyenactedbytheGeneralAssemblyin 1972(Act180 toimplementtheprovisionsofArticleIX,Section5,ofthethen-newPennsylvaniaConstitution,the intergovernmentalcooperationprovision.ThecompletetextofthecurrentIGCCodeisprovidedintheappendix ofthisHandbook.RevisionsandupdatestotheIGCCodecanbefoundbyaninternetsearchforPennsylvania Statutes.Thecitationsare53PaC.S.Ch.23Subch.A(relatingtoIntergovernmentalCooperation or53 Pa.C.S. §§ 2301 et seq. 
	TheIGCCodereiteratestheconstitutionalgrantofauthoritytomunicipalitiestoworktogether: 
	“Amunicipalitybyactofitsgoverningbody...may...cooperateoragreeintheexerciseof anyfunction,powerorresponsibilitywith...oneormore...otherlocalgovernments...” (IGCC,Section2304 . 
	ThelanguageoftheIGCCodeisverybroad.Itincludesfunction,powerorresponsibilitythatamunicipality mayhave.Inotherwords,ifamunicipalityhasthepowertotakeanactionordeliveraserviceundertheprovisions ofitsmunicipalcodeorcharteroralawofgeneralapplication,ithasthepowertocooperateindoingso.The exerciseofthispoweristheresponsibilityofthemunicipalgoverningbody. 
	any
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	TherequiredfeaturesofanintergovernmentalcooperationagreementestablishedaccordingtothetermsofIGC Codeincludethefollowing: 
	a. Theagreementmustbeenactedbyordinance(Section2305 . 
	b. Theordinancemustspecify(Section2307 : 
	1. 
	1. 
	1. 
	Theconditionsoftheagreement. 

	2. 
	2. 
	Thedurationoftheagreement. 

	3. 
	3. 
	Thepurposeandobjectivesoftheagreement,includingthepowersandscopeofauthoritydelegated intheagreement. 

	4. 
	4. 
	Themannerandextentoffinancingtheagreement. 

	5. 
	5. 
	Theorganizationalstructurenecessarytoimplementtheagreement. 

	6. 
	6. 
	Themannerinwhichproperty,realorpersonalshallbeacquired,licensed,anddisposedof. 

	7. 
	7. 
	Thattheentitycreatedunderthissectionshallbeempoweredtoenterintocontractsforpoliciesof groupinsuranceandemployeebenefits,includingsocialsecurity,foritsemployees. 


	Theseitemscanbecoveredintheordinancedocumentitself,butusuallyareaddressedintheagreement document(typicallytitled“ArticlesofAgreementfor….” andincorporatedintotheordinancebyreference(asan attachmenttotheordinance . 
	AnagreementenactedundertheprovisionsoftheIGCCodeisessentiallyalegalcontractamongtwoormore municipalities.Separateagreements(oraclearlystatedmultiplepurposeagreement areneededfortwoormore differentfunctions.Thetermsoftheagreementarewhateverisnegotiatedamongtheparticipants,subjecttothe generalrequirementsofthelaw. 
	ContractPrograms.TherearetwobasicorganizationalstructuresusedforIGCCodeagreements.Oneisa provider/purchaserrelationshipbetweentheparties.Inthiscase,onemunicipality,usuallythelargestormost centrallylocated,agreestosellaserviceorprogramtotheothermunicipalitiesatanagreeduponrateforagiven period.Ownershipofpropertyandhiringofemployeesistheresponsibilityoftheprovidermunicipality.The purchasingmunicipalities'responsibilities,andcontroloftheprogram,arelimited.Ifpoliceserviceispurchased,for example,thepurchasermays
	JointPrograms.TheotherbasicorganizationalstructureforanIGCCodeagreementisajointprogramwhichhas sharedownershipandcontroloftheprogram.Acouncilofgovernments,describedinthenextsectionofthis chapter,isaspecialcaseofsuchanagreement.Inajointprogram,acommittee(commission,board ofofficials representingeachmunicipalityisresponsiblefortheoversightofthejointprogram.Thesemunicipal representativesmaybemembersofthegoverningbodies,appointedcitizens,ormunicipalstaff.Regionalpolice areusuallyunderthedirectionofacommissionco
	AdditionalAgreementProvisions.WhiletheIGCCodeoutlinestherequiredprovisionsofanintergovernmental cooperationagreement,manydetailsrelatedtoaspecificprogramareoftenoverlooked.Someadditionalthings youshouldconsiderputtingintoyouragreementinclude: 
	a. 
	a. 
	a. 
	a. 
	How(orif anadditionalmunicipalitymayjoinajointprogramatalaterdate,including: 

	1. 
	1. 
	1. 
	whetherapprovalofallparticipatingmunicipalities,oramajorityoftheparticipating municipalities,or ofonlythejointboardisrequired;and 

	2. 
	2. 
	whethera“buy-in”isrequiredfororiginalstart-upcostsandwhetherthesecostsarefixedor depreciateovertime. 



	b. 
	b. 
	b. 
	Howamunicipalitymaydropoutofaprogramwhileitiscontinuedbyothersincluding: 

	1. 
	1. 
	1. 
	theamountofnoticerequired(recommended:atleastoneyearwiththeonlytimeofleavingtobe theendofaprogram’sfiscalyear . 

	2. 
	2. 
	whetheranycapitalcontributionsaretobereturned,includinghowthiscashistobeobtained(sale ofproperty,otherparticipants andadepreciationschedule. 



	c. 
	c. 
	Therepresentationandvotingrules.Themostcommonandusuallymostsuccessfulisone representativeandonevotepermunicipality.Otherpossiblerulesincludeaprimaryandalternatefrom eachmunicipality(stillonlyonevoteiftheyarebothpresent andtwoorthreerepresentatives(and votes foralargermunicipality. 


	d. Inadditiontothemannerandextentoffinancing(Section2307,item4intheIGCCprovisions ,a calendarforpresentation,municipalreviewandinputandadoptionofabudgetforeachfiscalyear. SuggestionsforprogramfinancingareillustratedinChapterIII. 
	e. Theeffectivedateoftheagreement.Thisdateshouldbecoordinatedwiththeanticipateddatesof adoptionbyparticipatingmunicipalities(includingconsiderationoftheirrespectivedatesofordinances . Thisprovisionshouldalsoaddresswhetheralloracertainnumberofparticipatingmunicipalitiesmust approvetheagreementbeforeitgoesintoeffectorwhetheritisineffectineachmunicipalityasitisadopted. 
	AgreementPreparation,ReviewandAdoption.Draftinganintergovernmentalcooperationagreementappears tobearelativelystraightforwardtask,butmunicipalitiesoftenfindittakesmuchlongerthananticipatedtoget fromtheinitialideaoftheagreementtoproperlyenactedordinances.Atypicalproblemisillustratedinthe followingexample. 
	Astudycommitteeconsistingofoneelectedofficialfromeachofthreetownshipsmeetsseveraltimesandagrees torecommendestablishingaregionalparkoperatedbyaregionalparksandrecreationboard.Eachtownshipwill appointthreerepresentativestothenine-memberboardandwillsharefundingofthepark'sprogramsand developmentbasedonthepopulationofthetownship.Sincetheyareallinagreementandwanttoproceed quickly,theyaskthesolicitorofTownshipAtodraftthenecessaryagreementandordinance.Thestudy committeememberstaketheideatotheirrespectiveboardsofsu
	TheTownshipAsolicitorpreparestheagreementandordinance.CopiesarepresentedtotheTownshipABoard ofSupervisors.Sincethethreetownshipsallendorsedtheidea,theboardacceptsthesolicitor'sdraftagreement andordinance,asksthatitbedistributedtotheothertwotownships,anddirectsthatitbeadvertisedforadoption atthemeetingtobeheldintwoweeks.Thesolicitordoesasdirectedandtheboardadoptstheagreementby ordinance.Allisinorderuptothispoint. 
	ThenightafterTownshipAenactstheordinance,TownshipBmeetsforthefirsttimesincetheordinanceand agreementweresenttothem.TheTownshipBBoardofSupervisorsreviewsthedocumentswiththeirsolicitor andfindsthatseveralkeypointshavebeenomittedfromtheagreement.Theyrequestanothermeetingofthe studycommitteetoreviewthechangesandadditionsneeded. 
	Whenthestudycommitteereconvenes,TownshipAresiststhechanges(1 becausechangeswillrequire advertisingandadoptinganewordinanceamendingtheonejustadoptedand(2 becausetheyareconvinced TownshipB'ssolicitorisjustbeingpicky.TownshipBisfrustratedbecauseTownshipAactedprematurelyand nowhasadefensiveattitude.TheTownshipCstudycommitteememberdoesn'tknowwhattosayyetbecause TownshipC'sfirstboardmeetingonthissubjectisthenextday. 
	ItisentirelypossiblethatTownshipsAandBwillagreetosomechanges,enact(orreenact theordinanceand waitforreviewandactionbyTownshipC.And,notsurprisingly,TownshipCfindssomeadditionalrevisions.Ifthe wholeideahasnotcollapsedbynow(whichitprobablyhas ,thetownshipshaveataminimumstartedoffonthe wrongfootandusedupmanymonthsandmanymeetingstocompletetheenactmentofanagreementwhich theyallacceptedinprinciple.Ifweareworkingwithfiveortenmunicipalities,theprocessisallthemorevulnerable tosuchabreakdown. 
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	Howaresuchproblemstobeavoided?Thestepsbelowoutlineaprocesswhichmayseemlongerthannecessary butusuallyworksoutfasterthanthe“quick”approachinourexampleabove. 
	a. 
	a. 
	a. 
	Assignthedraftingoftheagreementtoaprofessionalstaffpersonorsolicitorfamiliarwiththeworkof thestudycommittee. 

	b. 
	b. 
	Havethestudycommitteereviewandrevisetheagreementasneededtoimplementtheidea. 

	c. 
	c. 
	Distributecopiesofthedraftagreementandordinancetoallmunicipalitiesforreviewbyelectedofficials, staffandmunicipalsolicitors.Commentsbacktothestudycommitteeshouldberequestedbyaspecific deadline,adeadlinefarenoughinthefuturetoallowmunicipalofficialstoreviewandrespondtothe drafts. 

	d. 
	d. 
	Makecertainthestudycommitteemembersfollow-upwiththeirmunicipalitiestoinsureacompleteand timelyreview. 

	e. 
	e. 
	Havethestudycommitteeprepareareviseddraftbasedonthecommentsreceived.Ifthechangesare significantorcontroversial,additionalreviewbythestudycommitteeand/orrepeatingstepc.abovemay berequired.Otherwise,thereviseddraftcannowbedistributedtoeachmunicipalityandadvertisedfor adoptionwitharelativeassurancethatallparticipatingmunicipalitieswillenactthesameagreement.A single,jointadvertisementcanbeusedforthispurposeaslongasthedateandlocationofeach municipality'sactionisincluded. 


	Aspreviouslynoted,theusualprocedureforadoptinganIGCCodeagreementistohavethewrittenagreement preparedasaseparatedocumentwhichisthenattachedtoandenactedbyabriefordinance.Theenacting ordinanceshouldincludethefollowingelements: 
	a. 
	a. 
	a. 
	Thetitleanddateoftheagreement. 

	b. 
	b. 
	Thenamesofparticipatingmunicipalities. 

	c. 
	c. 
	Aonesentencesummaryofthepurposeoftheagreement. 

	d. 
	d. 
	Authorizationfortheproperofficial(chairmanorpresident tosigntheagreementonbehalfof themunicipality. 

	e. 
	e. 
	Astatementthattheagreementisattachedtotheordinanceandismadeapartthereof. 


	Itispossibletoincorporatetheentiretextoftheagreementdirectlyintothebodyoftheordinance.Thisapproach isnotrecommended,however,becauseeachmunicipalityusesitsownformatforordinancesandagreement provisionsarefrequentlyrewrittentosuittheformat.Thisrewriting,oftenasinnocuousasachangeinpunctuation ortherepositioningofaphraseinasentence,caninadvertentlychangethemeaningoftheagreement.Whenthis happens,theparticipatingmunicipalitiesineffectenactdifferentagreementsandapotentialproblemiscreated. 
	Theagreementdocumentshouldhavesignatureblocksforeachmunicipality'sauthorizedofficial(mayor,chairor president andforanattestingsignatureandsealbythemunicipalclerkorsecretary.Thereshouldbethesame numberoforiginalcopiesforauthorizedsignaturesasthereareparticipatingmunicipalitiessothateachjurisdiction willhaveanoriginalsignedcopyoftheagreementtoattachtoitsordinance. 

	CouncilsofGovernments 
	CouncilsofGovernments 
	CouncilsofgovernmentsorCOGsareaspecialkindofIGCCodeorganization.COGsaregeneralormultipurpose organizations.Theyareestablishedtoenableagroupofmunicipalitiestoworktogetheronwhateverprogramsare intheirmutualinterest.COGsdifferfromthetypicalIGCCjointprograminseveralways. 
	a. 
	a. 
	a. 
	ACOGhasabroadresponsibility.Notonlymayitoverseespecificjoint(IGCC programs,butitmaybe responsibleforstudyingandproposingnewjointprogramsandprojectsandforcoordinatingother municipalactivities. 

	b. 
	b. 
	SeveralexistingorproposedIGCCodeagreementsamongCOGmunicipalitiescanbeincludedunderthe umbrellaofaCOG. 

	c. 
	c. 
	Nospecificprogrammustbeundertaken. 

	d. 
	d. 
	TheCOGboardorcouncilisalmostalwayscomposedofelectedofficials.OtherIGCCodeprogramsmay beoverseenbyeitherelectedorappointedofficials. 


	AgroupofmunicipalitiesworkingtogethermaystartoutwithoneormoreIGCCodeagreementsandthen establishaCOGforoversightoftheseactivities.Or,themunicipalitiesmayanticipatethiscooperativeeffortand beginbyorganizingaCOG. 
	Acouncilofgovernmentsisbothamethodofcooperationandacooperativeprograminandofitself.Ajoint authorityisonlyahollowframeworkuntilorganizedasajointsewerauthorityorjointtransitauthority.Ageneral intergovernmentalagreementisonlyaformofcooperation;wehavetoagreetodosomething.ACOG,aswe notedabove,isestablishedasacoordinatingorganization.Itdoesthisevenifitdoesnotprovidespecific programs.Thus,wefinddiscussionsofCOGsbothinthischapteronMethodsofCooperationandinthelater chapteronCooperativePrograms.ThereaderinterestedinC
	SincetheIGCCodehasnospecificrequirementsforCOGsotherthanthosespelledoutinSections2305and2307 forallintergovernmentalprograms,theorganization,formandproceduresofaCOGaredeterminedbythe participatingmunicipalities.AswithotherIGCCagreements,thereareanumberofoptionsfordevelopmentofa COG.Thesefeaturesshouldbespelledoutintheagreement.AgreementsontermsforjoiningaCOG,dropping outandbudgetingmustbeincludedasforallIGCCagreements(seeprevioussection:AdditionalAgreement Provisions .Inaddition,aCOGagreementshouldaddressth
	Membership 
	Membership 
	MostCOGsareorganizedasgroupsofmunicipalities.Themunicipality,notanindividualperson,isthememberof theCOG.Themunicipality'sinterestisrepresentedbytherepresentative(s ordelegate(s andvotesarecaston behalfofthemunicipality. 

	RepresentationandVoting 
	RepresentationandVoting 
	Eachparticipatingmunicipalitywillhaveoneormorerepresentatives(ordelegates withvotingrightsasagreed upon.Theserepresentativesaregenerallyelectedofficialsfromthemunicipalboard/council.Havingelected officialsserveasCOGrepresentativesisoftenthebestwayfortheCOGtoworkasaneffectivecoordinator amongthemunicipalities.Somecommonarrangementsare: 
	a. 
	a. 
	a. 
	Onerepresentativepermunicipalitywitheachhavingonevote. 

	b. 
	b. 
	Onerepresentativeandanalternatefromeachmunicipalitywithonevotetobecastforthemunicipality. 


	c. Onerepresentativeandanalternatefromeachmunicipalitywithavoteforeach(2votespermunicipality . 
	d. Allmembersofeachmunicipalgoverningbodyrepresentthemunicipalitywithonevoteforthemunicipality. 
	Thelastapproach(d canbeagreatadvantageandsomewhatcumbersome.Withallelectedofficialspresent, therearemanyfewercommunicationproblemsandmanymoreideasandopportunitiesforcooperation.Butthe municipalcaucusesnecessarytodeterminetheonevoteforeachmunicipalitycantakespaceandtime,especially foralargegroupofmunicipalities.Thisapproachisusuallybestforasmallgroupofmunicipalities(2to6 .Onthe otherhand,thefirstapproach(a isthemostcommonbecauseitisasmaller,moreworkablegroupandthe municipalrepresentativesareusuallythosemosti
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	RelationshipofCOGtoOtherIGCCodeAgreements 
	RelationshipofCOGtoOtherIGCCodeAgreements 
	AreallintergovernmentalcooperationactivitiestobeincludedinandreplacedbytheCOGagreement,orare separateIGCCAgreementstocontinue?Anadvantageofthelatterapproachisthatitmayallowparticipationin theoverallCOGactivitieswithoutrequiringparticipationinaparticularIGCCagreement.Thebestapproachisto allowyourselfthemaximumflexibility.SetuptheCOGagreementsoactivitiescanbeoperateddirectlybythe COG,butalsoallowforthepossibilityofseparateIGCCagreementsforindividualprograms.Thesemaybe necessaryinparticularwherethetermsoftheCO

	BylawsandElectionofOfficers 
	BylawsandElectionofOfficers 
	TheCOGagreementshouldspecifythepowertoestablishbylawsfortheorganization(rulesofprocedure,election ofofficers,meetingdates,callforspecialmeetings,powersofthechair .IftheelectionofCOGofficersisspecified intheagreement(ratherthandeferredtothebylaws thebestapproachisthemostgeneral:specifythepositions andtermsofofficebutnolimitingrulesonreelectionorrotation.Whensuchspecificsarelockedintoan agreementtheyoftenbecomehindrancesratherthanhelpingwiththeworkoftheCOG.Rotationofthe chairmanshipamongthemunicipalitiesisago
	TheDirectoryofPennsylvaniaCouncilofGovernmentslistsmorethan80COGsorsimilarcooperativeentities acrossthecommonwealth.Somehavebeenextraordinarilysuccessfulwhileothershavehadlimitedsuccess.But, inallcases,inter-municipalcooperationanditsbenefitswereachieved.Ifyouareinterestedinjoiningtheranksof successfulCOGs,continuereadingthesectiononCooperativeProgramsinChapterIV. 


	JointAuthorities 
	JointAuthorities 
	TheMunicipalityAuthoritiesAct(56PA.C.S.5601etseq. authorizesthecreationofmunicipalauthoritiesbytwoor morelocalgovernmentsinsection5604.Thesearetermedjointauthorities.Jointauthoritiesreceivedtheirmain impetusinthe1960'swhenthefederalEnvironmentalProtectionAgencyembarkedonaprogramof regionalizationofmunicipalsewagetreatmentfacilities.Numerousjointsewerauthoritieswereformedinorderto qualifyforEPAgrants.Inmanycases,thesejointauthoritiesrepresentedthefirsttimeneighboringmunicipalities hadevercooperatedinajointpr
	Jointauthoritiesaremostoftenusedwhenmajorcapitalinvestmentsarerequired.Inadditiontosewage treatment,jointauthoritieshavebeenformedforwatersupply,airports,bustransitsystems,recreationand swimmingpools,solidwastecollectionanddisposalandothers.Jointauthoritieshavewell-establishedpowersto receivegrants,borrowmoneyandoperaterevenuegeneratingprograms.TheMunicipalityAuthoritiesAct specificallyenablesauthoritiestosellbonds,acquireproperty,signcontractsandtakesimilaractions.Handshake agreementsdonotconveysuchpowers;
	IncontrasttotheflexibilityofIGCCagreements,jointauthoritiesmustbegovernedbyauthorityboardmembers appointedbytheelectedofficialsofthemembermunicipalities.Onceappointed,thedecision-makingpoweris vestedintheboardmembers.Thiscanbeadisadvantageintheviewofsomeelectedofficials,sincetheymay disagreewithauthorityactionsbuthavenocontroloverthoseactions. 
	MoreinformationonauthoritiesisavailableintheDCEDhandbookMunicipal Authorities in Pennsylvania andfrom thePennsylvaniaMunicipalAuthoritiesAssociation. 

	OtherMethodsofCooperation 
	OtherMethodsofCooperation 
	Inadditiontothelegislationenablingintergovernmentalcooperation(IGCCode andjointauthorities(the MunicipalityAuthoritiesAct discussedabove,thereareprovisionsforintergovernmentalcooperationinanumber ofotherstatelaws.Theenablinglegislationfallsintotwocategories.SomelawsarefoundinTitle53ofthe PennsylvaniaConsolidatedStatutes,SubpartD:AreaGovernmentandIntergovernmentalCooperation,thesame subpartofthestatutesthatincludestheIGCCode.EnvironmentalAdvisoryCouncilsandEnvironmental ImprovementCompactsareenabledinchapter
	Otherformsofintergovernmentalcooperationactivitiesareidentifiedorenabledinspecificstatelaws.These includecodeenforcement,libraries,planning,andpurchasing.Twoofthese,jointpurchasingandregionalplanning actuallyareaddressedinbothTitle53andinspecificstatelawsgoverningthesubject.Becausesomeorallofthe enablinglegislationfortheseprogramsisspecifictothesubject,descriptionsoftheprogramsareprovidedin ChapterIV,CooperativePrograms. 
	EnvironmentalAdvisoryCouncil 
	EnvironmentalAdvisoryCouncil 
	Act148of1973authorizedmunicipalgovernmentstoestablishEnvironmentalAdvisoryCouncils,includingregional EACs.ThisactisnowpartofthePennsylvaniaConsolidatedStatutes(53 Pa.C.S. §§ 2321-2329). 
	ThislegislationenablesmunicipalgoverningbodiestoestablishamultimunicipalEACto: 
	a. 
	a. 
	a. 
	Identifyenvironmentalissuesandrecommendplansandprogramstomunicipalagencies 

	b. 
	b. 
	Makerecommendationsforthepossibleuseofopenlandareas 

	c. 
	c. 
	Promoteacommunityenvironmentalprogram 

	d. 
	d. 
	Keepanindexofallopenspacetoobtaininformationontheproperuseofthoseareas 

	e. 
	e. 
	Adviselocalgovernmentagenciesontheacquisitionofproperty 


	Toformamulti-municipalEAC,eachparticipatingmunicipalityadoptsanordinanceestablishingthejointEACand appointsthesamenumberofmembers,whomustberesidentsofthecommunity,totheCouncil.TheEAC memberselecttheChair.WhiletheActdoesnotestablishqualificationsotherthanresidencyforappointmentto anEAC,therecommendedapproachistoappointlocalenvironmentalexpertstodrawuponthehometowntalent ofresidentsinterestedincommunityserviceandenvironmentalissues. 
	Amulti-municipalEACisaneffectivemeansforneighboringcommunitiestocollaborateonwaterresource protection,stormwater,airquality,openspaceandgreenwaysandmyriadotherenvironmentalconcernsthat transcendmunicipalboundaries.Thebenefitsofformingamulti-municipalEACinclude: 
	a. 
	a. 
	a. 
	Buildingrelationshipsbetweenlocalgovernmentsinconsiderationofenvironmentalissues. 

	b. 
	b. 
	Helpingmunicipalgoverningbodies,planningcommissionsandrecreationboardsconsidertheimpactsof theirdecisionsonnaturalsystemsthattranscendmunicipalboundaries. 

	c. 
	c. 
	Fundingagencieslookingfavorablyuponmulti-municipalefforts. 

	d. 
	d. 
	EligibilityforcertaingrantsofferedbythePennsylvaniaDepartmentsofCommunityandEconomic Development;ConservationandNaturalResources;andEnvironmentalProtection 

	e. 
	e. 
	Recruitingenvironmentalexpertsfromawidergeographicarea 


	ForsampleordinancesandtolearnmoreaboutmultimunicipalEACscontactthePennsylvaniaEnvironmental 
	Councilat1-888-590-7844andvisitthePennsylvaniaEACnetwork(www.eacnetwork.org.  
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	EnvironmentalImprovementCompacts 
	EnvironmentalImprovementCompacts 
	1996theGeneralAssembly,throughAct177,codifiedtheActinthePennsylvaniaConsolidatedStatutes(53 Pa.C.S. §§ 2501-2555). 
	TheEnvironmentalImprovementCompactActwasinitiallyenactedbytheGeneralAssemblyin1972(Act39 .In 

	AnEIC,whenformedundertheact,isempoweredtodeliveroneormoremunicipalfunctionsinvolvingtwoor moremunicipalities.TheDepartmentofCommunityandEconomicDevelopmentcanprovideassistanceto municipalitiesexploringthisconcept. 
	Anenvironmentalimprovementcompactisquitedifferentfromanyotherformofintergovernmentalcooperation discussedinthishandbook.SomeofthekeycharacteristicsofanEICinclude: 
	a. 
	a. 
	a. 
	AnEICmustbecreatedbyreferendumintheparticipatingmunicipalities,notsolelybyactionofthe governingbody. 

	b. 
	b. 
	TheEICBoardisdirectlyelectedbythecitizensoftheparticipatingmunicipalities,ratherthanbeing appointedbymunicipalgoverningbodies. 

	c. 
	c. 
	AnEIChascorporatepowerssimilartothoseofamunicipality,includingtherightofeminentdomain. 

	d. 
	d. 
	AnEIChasthepowertofixandcollectpropertytaxesuptotwomills. 


	Whywouldamunicipalitysupporttheestablishmentofsuchanindependentbodyasameansof intergovernmentalcooperation?Thereareseveralpossibilities.Itmaybedesirabletoseparatethefunction, perhapsacontroversialmulti-municipalitystormwatermanagementsystem,fromcontrolbyindividualmunicipal governingbodies.Aseparatetaxforthispurposemaybeneededbecauseofmunicipaltaxlimitsorpolitical realities.And,themandateofareferendummaybeneededtogettheprojectstarted.AnEICmaybejustthe answerforthethorniestproblem. 
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	III.AllocatingCosts 
	III.AllocatingCosts 
	Atfirstglanceachapteronallocatingcostsseemstobeoutofplaceinahandbookwhichpresentswaystosave money.However,wequicklyrecognizelocalgovernmentprogramsrequiremoney,oftentaxmoney,todeliver servicestothecitizens.Whenwecombinemunicipalprogramsintojointprograms,wesavemoneyoverthecost ofundertakingseparate,duplicateefforts;butwestillmustallocatesufficientfundstooperatethemoreefficient jointprogram. 
	Thereisabroadrangeofoptionsforallocatingcostsofprograms.Thebestmethodcanvaryfromlocationto locationandfromactivitytoactivity.Someintergovernmentalprogramscanbecompletelyself-supporting;others havenoincomesourceotherthanmunicipaltaxes.Inmanycases,acombinationoffundingsourcesisbestfora givenprogram.Thetwobasicprinciplesfordeterminingcostallocationsare:(1 toestablishdirectrelationships betweenprogramrevenuesourcesandprogramfunctionswheneverpossibleand(2 todistributemunicipalcosts onthefairestbasisforthatprogra
	Self-SupportingPrograms 
	Self-SupportingPrograms 
	Themostcommonexamplesofcompletelyself-supportingjointprogramsarejointsewerandwaterauthorities. Theauthorityboardscanestablisharatestructuresufficienttorecoverallcostsandretireanyoutstandingdebt. Theseauthoritieshaveacaptivemarket;allpotentialcustomersmustbepartofthesystem.Inthissituation,a completelyself-supportingsystemisassured,evenincludingfundingformajorcapitalprojectsthroughissuing revenuebonds. 
	Otherjointactivitiesthatcanbecompletelyself-supportingincludeacodeenforcementdepartmentandasolid wasteauthority.Abuildingandhousingcodeinspectionprogramcansupportitselfthroughbuilding,fireand propertymaintenancepermitfees.Thefeeshavetobesetbytheparticipatingmunicipalitiesataratesufficientto coverprogramcosts.Ajointsolidwasteauthority,withmunicipaldesignationasthesitefordisposalofall municipalwastes,canestablishtippingfeeshighenoughtocoveroperationalandcapitalcosts. 

	IncomeProducingPrograms 
	IncomeProducingPrograms 
	Manyjointprogramscanproducesubstantialincomethroughuserfees,butcannotbeassuredofsufficientincome tocoverallcosts.Recreationprogramscanchargeforpooladmissionsandleaguebasketballplay;buttheymust temperthefeestructurebecauseoverpricingthefeeswillforceouttheverycitizensapublicrecreationprogramis establishedtoserve.Jointlibrariesmaynotchargeforregularlendingmaterials(thePublicLibraryCoderequires freelibraryservicestoreceivestatelibraryfunds butstiffoverduepenaltiesandchargesforancillaryserviceslike copiesandmeet
	Jointtransitsystemsoperatebusserviceinmanyofourcommunities.Faresfromregularandspecialservices generaterevenuestypicallysufficienttocoveronly50percentorlessoftheoperatingcostofthesystem.Since stateandfederalgrantprogramscovermostoftheremainingcapitalandoperatingcosts,thelocalmunicipalities' sharesofoperatingsuchaprogramareonlyasmallpercentageofthetotalcost. 

	MunicipalFundingChoices 
	MunicipalFundingChoices 
	Incaseswheresomeorallthecostsofamunicipalservicecannotbesupportedbyuserfees,theuseofmunicipal generalfundsisneeded.Thisistruewhethertheactivityisalocaloneorajointone.Oncethedecisionhasbeen madetoprovidetheservice,itusuallycostslesstodoitjointlyratherthanseparately. 
	Whenaprogramistobejointlyfunded,themunicipalitiesmustdecidewhichofthefollowingchoicesisthefairest. Oftenacombinationisselectedtobalancebetweendifferingopinionsonwhatisfair. 
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	EqualShares.Ajointprogramcanbeestablishedwhereeachmunicipalitypaysanequalshare.Thisapproachis bestsuitedtosituationswheretheparticipatingmunicipalitiesareapproximatelythesamesizeandreceive approximatelyequalbenefitsfromthejointprogram.Equalsharesareoftenusedasthewayofallocating overheadcostsofaprogramsuchasadvertisingcostsforjointpurchasingoradministrativecostsforaCOG. 
	Population.Eachmunicipality'scostshareforajointactivitycanbebaseduponpopulation.Themunicipality's shareisequaltoitspercentageofthetotalpopulationoftheparticipatingmunicipalities.Thisapproachismost appropriatewhenthegeneralpopulationofeachmunicipalityisservedevenlybytheprogram.Inotherwords,ifall citizensbenefit,allcitizensshouldshareinthecostthroughtheirtaxes. 
	AnissuetoberesolvedwhenusingpopulationasacostsharingbasisiswhetherthedecennialUnitedStates CensusorannualestimatespreparedbytheUSCensusBureauaretobeused.ThedecennialCensusisvery comprehensive,butinareaswherepopulationsarechangingitcanbesubstantiallyoutofdateinafewyears.The estimatesareexactlythat,verygoodbutnotexact.Onbalance,mostmunicipalitiesdecidetousetheupdated estimatestokeepthefiguresascurrentaspossible. 
	Oneadditionalsuggestionisinorder.AlittlerecognizedaspectoftheU.S.Censusisthatprisonersincounty,state andfederalprisonsandstudentslivingoncollegecampusesarecountedasresidentsofthemunicipalitywherethe prisonorcampusislocated,notasresidentsoftheirhometown.Ifalargeprisonorcollegecampusislocatedin oneofthemunicipalities,theparticipatingmunicipalitiesmustdecidewhetherornottoincludetheprisonersor numberofstudentslivingoncampusinthepopulationfigureusedtodeterminemunicipalsharesofajoint program.Prisonersgenerallyare
	AssessedValuation.Thetotalassessedvaluationofpropertyineachmunicipalityparticipatinginajointprogram canbeusedasthebasisforallocatingshares.Eachmunicipality'spercentageofthetotalassessedvaluationforall participatingmunicipalitiesistheirpercentageofthejointprogramcosts.Totalassessedvaluationisafrequently usedbasisforallocatingsharesofjointprogramsbecauseitisameasureofeachmunicipality'staxbaseorits abilitytopay.Sharesaredeemedtobefairlyallocatediftheyapproximatetherelativefiscalresourcesofeach municipality.Asw
	Itisimportanttonotethatthesharesmustbebasedontotalassessedvaluation,notontaxrevenues.Usingtotal taxescollectedortotalrevenuesasabasisforcostsharinginaninter-municipalactivityisnotagoodidea.Thisis notanindicationofamunicipality’sabilitytopay.Rather,itisanindicationofamunicipality’sscopeofmunicipal services.Forexample,considertwoadjacentmunicipalitieswithidenticalpopulations,taxbases,budgetsand programs(police,publicworks,parksandrecreation,codeenforcement,fireprotection,etc. withoneexception: CommunityAhasal
	Inaddition,iftheparticipatingmunicipalitiesareinmorethanonecounty,theassessmentratiosandbaseyearsare likelytobedifferent.Inthesecases,participatingmunicipalitiesmust“equalize”theassessmentsusinginformation fromtheTaxEqualizationDivisionofDCED. 
	TaxableIncome.Grosstaxableincomeisthebaseuponwhichmunicipalitiesmaylevytheearnedincometax. Eachmunicipality'spercentageofthetotalgrosstaxableincomeforallparticipatingmunicipalitiesistheir percentageofthejointprogramcosts.Grosstaxableincomeisameasureofeachmunicipality'staxbaseorits abilitytopay.Sharesaredeemedtobefairlyallocatediftheyapproximatetherelativefiscalresourcesofeach municipality.Aswithpopulationandassessedvaluation,sharesonthisbasiswilltendtobelargeforthemore developedmunicipalitiesandsmallforther
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	Itisimportanttonotethatthesharesmustbebasedongrossincomeofthemunicipality’staxpayers,notontax revenues.Aswithassessedvaluationofpropertyabove,usingtotaltaxescollectedortotalrevenuesasabasisfor costsharinginaninter-municipalactivityisnotagoodidea.Thisisnotanindicationofamunicipality’sabilityto pay.Municipalpartnersinajointprogram,particularlyhomerulemunicipalities,mayhavedifferentincometax ratesresultingindifferingtaxrevenuesfromequaltaxbases.Usinggrossincomeofeachmunicipality’staxpayers isaconsistentcompari
	Usingtheincometaxbaseislesscommonthanuseofpopulationorassessedvaluation,partlybecausenotall municipalitiescollectthistax.While,intheory,thisbasisforsharingprogramcostscouldbeusedevenifallthe participatingmunicipalitiesdidnotcollectthetax,itwouldbeawkwardtodoso. 
	Use.Inprogramswheretheresidencyofusers,thedirectbeneficiariesofajointprogram,canbeidentified, municipalsharescanbeallocatedinproportiontothenumberoftheseusersresidingineachparticipating jurisdiction.Usersofajointrecreationprogramwhereregistrationisrequiredcanincludetheirmunicipalityor residenceontheregistrationform.Borrowersoflibrarybookscanbeidentifiedbymunicipalityiftheirlibrarycard includesamunicipalresidencecode.Numbersofridersonatransitsystemcanbecountedateachstopineach municipality.Ineachofthesecasest
	Basingmunicipalsharessolelyonusecanalsoleadtosomefairlywidevariationsinmunicipalsharesfromyearto yearasusagepatternsshift.Sometimestheseshiftsreflectrealchangesinusepatterns.Sometimes,however,itis justatemporaryblip.ForexampleaPennDOTroadprojectinonemunicipalitymaymakegettingtotheshared swimmingpoollessconvenientonesummer,resultinginfewerusersfromthatarea.Ifuseisthebasisofmunicipal shares,thenthenextyearthatmunicipality’scostsgodownsubstantiallybasedontheuseformula.Butinthe followingyeartheroadprojectisfini
	Usecanalsomeanhoursofserviceortransactionspermunicipalityforagivenservice.Thisisacommonlyused approachincontractservices.Theprovidingmunicipalitytracksthenumberofservicehoursforequipmentuse, policepatrol,oraspecializedemployeeandbillsthepurchasingmunicipalitiesbasedonthenumberofhoursat theagreed-uponhourlyrate.Oramunicipalityprovidingfinancialservices,forexample,toanothercandetermine thecostsharingbasedontherelativenumberofpayrollandothertransactionsasapercentageofthetotal workloadofthestaff.Itisimportantto
	DirectTaxes.Inafewspecialcasesdiscussedintheprecedingchapter,directtaxationofpropertyforaregional serviceiswrittenintothestateenablinglegislation.Thisisthecaseforenvironmentalimprovementcompacts. Thesetaxesareseparatefromregularmunicipalpropertytaxesandthelimitsimposedbytherespectivemunicipal codes.Mostintergovernmentalcooperationprograms,however,donothavedirecttaxationasarevenuesource. 
	OtherPossibilities.Thereareotherideasandpossibilitiesforsharingofcostsbasedonfactorsrelatedtoeach cooperativeprogram.Forexample,thecostsofacooperativeplanningprogramcouldbepartiallyallocatedonthe basisoftheareaofthemunicipalities.Costsofparkmaintenancecouldbeallocatedonthebasisofacreage.The costofasnowplowingorpolicepatrolcouldbebasedonroadmilesineachmunicipality.Levelsofcrimeor neededpoliceactivitycouldalsobeusedforregionalpolice. 
	Thereisnolimitexceptthesharedsenseoftheofficialsintheparticipatingmunicipalitiesthattheapproachtaken isthefairestforallparticipants.Asofficialsmeettodevelopacooperativeprogramorservicetheyshouldexamine variousmeasuresofthemunicipalities’abilitytopay(assessedvaluation,grosstaxableincome andtheactualor potentialuseoftheservicetodeterminethemostappropriateapproachforagivenservice.Anditisimportantto notethatthiscanresultindifferentapproachesfordifferentsharedservicesamongthesamegroupofmunicipalities. 
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	ExamplesofCostSharing 
	ExamplesofCostSharing 
	Thissectionprovidesseveralexamplesforallocatingcostsofprograms.Wewillfocusonprogramsthatrequireat leastsomemunicipalfunding.Fundingforself-supportingwaterandsewerauthoritiesisrelativelyself-explanatory. 
	SharesofaLibraryBudgetBasedOnUse.Inourfirstexample,wewilldeterminethemunicipalsharesoffour municipalities,twotownshipsaboroughandacity,forthecostsofoperatingajointpubliclibrary.Usersofthis libraryhavelibrarycardswhichshowtheirmunicipalityofresidenceandthislocationisautomaticallyrecordedeach timeabookischeckedout.TheuseofthelibrarybyresidentsofthefourmunicipalitiesisasfollowsonTable1. 
	TABLE 1 
	Library Use 
	Library Use 
	Library Use 

	Municipality 
	Municipality 
	# Books Checked Out 
	% Books Checked Out 

	Township 1 
	Township 1 
	8,000 
	32% 

	Township 2 
	Township 2 
	4,750 
	19% 

	Borough 
	Borough 
	250 
	1% 

	City 
	City 
	12,000 
	48% 

	TOTAL 
	TOTAL 
	25,000 
	100% 


	Thelibraryhasannualexpendituresof$300,000.Theincomeforthelibraryisderivedfromthefollowingsources inTable2.Notethatthetotalmunicipalshareisfilledinlastafterallotherincomesourceshavebeencounted. 
	TABLE 2 
	Library Income 
	Library Income 
	Library Income 

	Source 
	Source 
	Amounts 

	State Library Operating Grant 
	State Library Operating Grant 
	$150,000 

	Fines for Overdue Books 
	Fines for Overdue Books 
	4,000 

	Sales of Old Books 
	Sales of Old Books 
	6,000 

	Rent of Meeting Room 
	Rent of Meeting Room 
	10,000 

	Donations 
	Donations 
	40,000 

	Total Municipal Share 
	Total Municipal Share 
	90,000 

	TOTAL 
	TOTAL 
	$300,000 


	Theallocationofthetotal$90,000municipalshareamongtheparticipatingmunicipalitiesisdoneasfollowsinTable3: 
	TABLE 3 
	Allocation 
	Municipality % of Use Share of Budget 

	Township 1 32% $28,800 Township 2 19% 17,100 Borough 1% 900 City 48% 43,200 
	TOTAL 100% $90,000 
	TOTAL 100% $90,000 
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	Themunicipalsharesofthisbudgetshouldchangefromyeartoyearasusepatternsorpopulationschange.The itspopulationgrowsorbecomesmoreawareofthelibrary'sservices,theuseofthelibrarybyresidentsofthe boroughmaygrowanditsshareofthelibrarybudgetwillgrowaccordingly. 
	boroughmayhaveverylowuseandcostbecauseitissmallorbecauseitisrelativelyfarawayfromthelibrary.If 

	CombiningAssessedValuationandPopulation.Thisexampleindicateshowthetotalassessedvaluationand populationofthefourparticipatingmunicipalitiescanbecombinedtodeterminemunicipalsharesofaprogram. Forsimplicity'ssake,weassumeequalweightingofassessedvaluationandpopulation.Otherweightingssuchas 2/3assessedvaluationand1/3populationcanbeusedbutrequiresomeadditionalarithmetictodetermine municipalshares. 
	Thefirststepistodetermineeachmunicipality'sshareofthetotalassessedvaluationandpopulationasdepicted inTable4. 
	TABLE 4 

	Municipality Share 
	Municipality Share 
	ASSESSED VALUATION 
	ASSESSED VALUATION 
	ASSESSED VALUATION 
	POPULATION 

	Municipality 
	Municipality 
	Amount 
	% 
	Number 
	% 

	Township 1 
	Township 1 
	$ 50,000,000 
	12.5% 
	3,000 
	15% 

	Township 2 
	Township 2 
	60,000,000 
	15.0% 
	2,000 
	10% 

	Borough 
	Borough 
	110,000,000 
	27.5% 
	6,000 
	30% 

	City 
	City 
	180,000,000 
	45.0% 
	9,000 
	45% 

	TOTAL 
	TOTAL 
	$ 400,000,000 
	100% 
	20,000 
	100% 


	Thesecondstepistoaverageeachmunicipality'spercentageshareofthetotalassessedvaluationandpopulation. Ifwehadnotassumedanequalweighting,anextrastepwouldberequiredtoaddtheweightingtoeachfactor. ThemunicipalsharesaredeterminedasfollowsusingthepercentagesfromtheprecedingTable5: 
	TABLE 5 

	Averaging 
	Averaging 
	(A) Percent (B) Percent (C) 
	Municipality ofAssessedValuation ofPopulation MunicipalShares 

	Township 1 12.5% 15% 13.75% Township 2 15.0% 10% 12.5% Borough 27.5% 30% 28.75% City 45.0% 45% 45.0% 

	TOTAL 100.0% 100% 100.0% 
	TOTAL 100.0% 100% 100.0% 
	Ifweapplythisformulatodeterminethemunicipalsharesofthelibrarybudgetinexampleoneabove,wewould dosoasfollowsinTable6: 
	TABLE 6 
	Municipal Share 
	Municipality Municipal Share (%) Share of Budget 

	Township 1 13.75% $12,375 Township 2 12.5% 11,250 Borough 28.75% 25,875 City 45.0% 40,500 

	TOTAL 100.0% $90,000 
	TOTAL 100.0% $90,000 
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	ComparisonofExamples.Themunicipalsharesforagivenprogramcanvarywidelybaseduponthemethodof calculatingandallocatingmunicipalshares.The$90,000totalmunicipalshareofthelibrarybudgetinourexample canbeallocatedinmanyways.Let'scomparefour,thetwointheexamplesabove,thenusingpopulationand assessedvaluationindependently. 
	TABLE 7 

	Shares of Program Cost in Dollars Based On 
	Shares of Program Cost in Dollars Based On 
	Municipality 
	Municipality 
	Municipality 
	Use 
	Calculated Municipal Share 
	Assessed Valuation Only 
	Population Only 

	Township 1 
	Township 1 
	$28,800 
	$12,375 
	$11,250 
	$13,500 

	Township 2 
	Township 2 
	17,100 
	11,250 
	13,500 
	9,000 

	Borough 
	Borough 
	900 
	25,875 
	24,750 
	27,000 

	City 
	City 
	43,200 
	40,500 
	40,500 
	40,500 

	TOTAL 
	TOTAL 
	$90,000 
	$90,000 
	$90,000 
	$90,000 


	Whichapproachisselectedmakesrelativelylittledifferencetothecity,buttheotherthreemunicipalitiesare definitelyaffectedbythechoice.Theborough,whichisrelativelyfarawayfromthelibraryandhasfewcitizens whouseit,pays30timesmoreifthemunicipalsharesarebasedonpopulationratherthanuse.Township2,with thefewestnumberofresidentsbutasubstantialshoppingcenteraddingtoitstotalassessedvaluation,paysmuch lessifthesharesarebasedonpopulationalone.Bothtownshipspaymoreforthelibraryifthesharesarebasedon usebecausetheyareclosertotheli
	Thechoiceineachcaseisuptotheparticipatingmunicipalities.Useisoftenthefairestchoiceiftheusers' residencecanbeeasilydeterminedandcounted.Ifnot,acombinationoffactorsisusuallythebestcompromiseso thatpeopleservedandabilitytopayisaveraged.Inourexampleabove,theBoroughwouldmostlikelyrefuseto participateatallunlessusewasthemethodofallocatingshares. 


	BudgetsandAccounting 
	BudgetsandAccounting 
	Thissectionillustratessomeofthekeybudgetandaccountingissuesforregionalprograms. 
	Budgets.Thetimingandorganizationoftheannualbudgetprocessforcooperativeprogramswithmunicipal fundingisimportant.Aproposedprogrambudgetforthenextyearwiththoroughexplanationsofrevenuesand expendituresshouldbepreparedbytheendofAugusteachyearandforwardedtoeachparticipatingmunicipality forfeedbackbyalateSeptembermeetingoftheprogram'sboard.Atthismeeting,theprogrambudgetforthe comingyearshouldbeadoptedandmunicipalsharesoftheprogramestablishedintimeforincorporationintothe participatingmunicipalities'budgets.Thisproc
	Acommonnegativereactiontotheprocessdescribedaboveisthatitrequiresagreeingtomunicipalsharesof regionalprogramsbeforethefinalbudgetandtaxratesforthenextyeararesetbythemunicipalities.Somelocal officialsarguethattheprocessisbackwardsandthattheregionalprograms'budgetsshouldbesetonlyafterthe municipalbudgetshavebeencompletedandtheamountoffundsremainingforregionalprogramsisdetermined. 
	Theseofficials'argumentsareseverelymisdirected,however,andwillleadaregionalprogramtodisintegrationif followed.Toillustratetheproblem,followingisanexampleofhownottoprepareandadoptaregionalswimming poolbudgettoillustratetheproblem. 
	a. Averytightbudgetof$200,000isproposedforaregionalswimmingpoolforthenextyear.The municipalsupportofthepoolunderanIGCCagreementissharedequallybythreetownships.Afterfees andotherrevenuesforuseofthepoolarededucted,theamounttobefundedbythetownshipsis $45,000,or$15,000each.ThisbudgetamountisforwardedtothemunicipalitiesinOctoberforinclusion inthetownshipbudgets. 
	b. TownshipsAandBinclude$15,000eachintheirbudgetsforthepoolbudget.But,TownshipCfindsitself shortoffundsandappropriatesonly$7,500forthepool.Thethreetownshipsadopttheirbudgetsin Decemberincorporatingtheseamounts. 
	c. InJanuarythepoolauthoritymeetsagainandfacesamajordilemma.TownshipChasprovidedonly 50percentofitsshare.Sincethemunicipalitieshaveagreedtoequalshares,thechoicesareverylimited andallarebad: 
	1. 
	1. 
	1. 
	TownshipsAandBcanincreasetheirsharestomakeuptheshortfallcausedbyTownshipC. 

	2. 
	2. 
	TownshipsAandBcandecreasetheirsharestomeetthelowestcommondenominatorforequalsharesTownshipC-andleavethealreadytightpoolbudget$22,500shortofitsbudget. 
	-



	3. TownshipCcanraiseitssharetotheoriginal$15,000butmustnowdosoafterithassetitstaxratesand budgetfortheyear. 
	4. TownshipsAandBcanagreetopayfullsharesof$15,000andletTownshipCslidebyathalfprice. 
	Noneofthesechoicesisacceptable.TheprocessoutlinedearlierprovidestheopportunityforTownshipCinthe exampletomakeitsconcernsknowninSeptember,priortofinalestablishmentofthetotalamounttobeshared bythemunicipalitiesforthenextyear.Oncetheseshareshavebeenset,itisessentialthatthemunicipalitieskeep theircommitments.Thetimeforfeedbackandadjustmentsisearlier,notlater.Municipalitiesmustrecognizethis necessityofregionalprogramsandplantheirbudgetpreparationaccordingly. 
	SavingSurplusFunds.Ifaregionalprogramisabletosaveafewdollarsduringtheyear,donotrequirethatthe balancebereturnedtothemunicipalitiesattheendoftheyear.Instead,allowthefundstostayintheprogram's accounts,eitherasawaytoreducethenextyear'smunicipalsharesorasanextracontributiontoacapitalorsinking fundfortheprogram.Ifmunicipalitiesrequirethereturnofanysurplusfunds,thoseoperatingtheprogramare encouragedbythepotential“loss”offundsattheendoftheyeartospendthebalanceonlessthanessentialitems justtoavoidthe“loss.” Frugalpe
	CashFlow.Cashflowisoftenaproblemforcooperativeprogramsjustasitisformunicipalities.Ajointprogram musthavefundstocovertheexpensesasapprovedbythemunicipalities.Unlessaprogramisbudgetedinaway thatitcancarryforwardasubstantialamounttocoverexpensesatthebeginningoftheyearoritcandelaythose expenses,paymentofmunicipalsharesmustbescheduledtobegininearlyJanuary.Ifpayrollandoperating expensesofaregionalprogrammustbemetonamonthlybasis,thenthecashflowfromtheparticipating municipalitiesmustbetimely. 
	Audits.Anannualauditofeachjointprogram'sbooksshouldbecompletedbyaqualifiedCPAtoassureall participatingmunicipalitiesandthepublicthattheaccountsareinorder.Theregionalprogramportionofthe municipalbudgetsoftheparticipatingmunicipalitiesisoftenviewedassomeoneelse'sresponsibilitybythe auditorsofthemunicipalities'accounts.Thedirectauditoftheprogram'saccountsfillsthisgap.Thecostofthis auditshouldbeincludedaspartoftheprogram'sbudget. 
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	IV.CooperativePrograms 
	IV.CooperativePrograms 
	Nineprogramshavebeenselectedfordetailedexplanationsofhowtosetupandoperateacooperativeprogram. Anothertwentyarebrieflydescribed.Thereareactuallyhundredsofpossibilitiesforintergovernmentalcooperation. Theonesincludedherearethosemostfrequentlydiscussedbymunicipalofficialsacrossthecommonwealth. 
	JointPurchasing 
	JointPurchasing 
	Theobjectofajointpurchasingprogramistoobtainthematerialsandequipmentusedinmunicipaloperationsat thelowestpossibleprice,apricelowerthanthatobtainedbythemunicipalitiesworkingalone.Costsavings throughjointpurchasingareobtainedinseveralways:loweradministrativecosts;largerquantitieswhichreduce unitcosts;andgreaterpurchasingexpertise.Jointpurchasingcanbeorganizedaseitherajointprogramora contractprogram.ItalsomaybepartofaCOGprogram. 
	CostSavings.Jointpurchasingspreadstheadministrativecostsofadvertisingandpreparationofbidspecifications amongtheparticipatingmunicipalities.Thecostforeachmunicipalityisreducedbecauseonlyonesetof specificationsisneededandonlyonesetofbidnoticesisrequired.Inverysmallmunicipalitiesthissavingsalone mayjustifytheeffortofasimplejointpurchasingprogram. 
	Purchasinginvolumeisgenerallytheprinciplewhichdrawsmunicipalitiestogetherintoajointpurchasingeffort. Purchasinginvolumeismosteffectiveiftheamountpurchasedmovesoverakeythresholdintermsofthe productpackagingsizesofferedbythevendor.Verysmallmunicipalitiesmaycombineeffortstobuysaltbythe toninsteadofthebag,orpaperbythecartoninsteadoftheream.Largemunicipalitiesworkingtogethermay purchasedozensofpolicecarsorpersonalcomputers.Inanygroupofmunicipalitiesthereareitemsthatcanbe purchasedmorecheaplybyworkingtogether. 
	Ajointpurchasingprogramcanalsosavefundsbydevelopingandutilizingtheexpertiseofapurchasingagent, eitherafull-timepersonortheassigneddutyofanotherstaffperson,dependingonthesizeandscopeofthe program.Thispositioncanearnitskeepbysearchingoutadditionalgoodsorequipmentpurchasedby municipalitieswhichcanbejointlypurchasedforless;bywritinggoodqualityspecificationsandestimatessothat thenumberofrebidsisminimized;andbyactingasa“connector”betweenmunicipalitiesandothersourcesof goods,includingthestatepiggybackpurchasingpro
	OrganizingaJointProgram.Sections2308through2313oftheIGCCodeprovidespecificrequirementsforjoint purchases.Theserequirementsparallelthosefoundintherespectivemunicipalcodesforestablishingthresholds forrequiringcompetitivebids,advertising,andcompliancewiththelaw.Itisessentialthattheperson(s  responsibleforthejointpurchasingactivitiesbefamiliarwiththeserequirementsintheMunicipalandIGCCodes andtheCommonwealthProcurementCode(62 Pa C.S. §§ 101 et seq.).DCED’SPurchasing Handbook isalsoa helpfulresource. 
	TheIGCCode(section2310 authorizesjointpurchasingwithprivateschools,parochialschools,privatecolleges anduniversities,andnonprofithumanservices,aswellasallcategoriesoflocalgovernmentsasdefinedinthe IGCC:counties,citiesofthe2nd,2ndAand3rdclass,boroughs,incorporatedtowns,townships,andschool districts.TheCommonwealthProcurementCode,Chapter19:IntergovernmentalRelationsalsoenablesjoint purchasing.InadditiontothepartnersforjointpurchasingauthorizedintheIGCC,theProcurementCodeadds publicauthorities,publichealthinsti
	AjointpurchasingprogramshouldbeestablishedthroughanIGCCodeagreement.Inadditiontothegeneral termsoftheagreementasspecifiedbythelaw,ajointpurchasingagreementshouldincludeaspecificagreement thatthemunicipalitieswillnotbidseparatelyanyitembidjointlyforaperiodofatleast90or120daysafterthe jointbidsarereceived.Alongerperiodofsixmonthsorayearisevenbetter.Thisprovisionisnecessarytoprevent bidshopping,ashortsightedactionwhichundercutsandquicklyendsanyjointpurchasingprogram.Bidshopping 
	occurswhenthesecondorthirdplacevendoronajointbidapproachesaparticipatingmunicipalityandsuggests thatifthemunicipalitydropsoutofthejointpurchaseandrebids,thepriceofferedwillbelowerthanthejointbid price.Thevendorseesthisasachancetogetatleastsomeofthebusinesslostonthejointbidandatapriceonly penniesbelowthealreadyknownjointpurchaseprice.Themunicipalityseesthisasawaytosaveafewextra dollarsoverthejointbidprice.However,assoonasvendorsrealizetheirbidswillbeundercuttheywillnolonger offerthisbestpriceforthejointpurch
	Costsofajointpurchasingprogramfallintotwocategories:(1 thecostoftheequipmentandmaterialspurchased and(2 thecostofadministration(advertising,bidspecificationpreparationandcopying. Thecostsofequipment andmaterialsarepaiddirectlybythepurchasingmunicipality.Thejointbidspecificationsshouldincludehow goodsandequipmentaredelivereddirectlytoorpickedupbythepurchasingmunicipalityandpaidfordirectlyto thevendor.Thecostsofadministrationaremosteasilydistributedonanequalbasisbutotheroptionssuchas percentageoftotalpurchase
	Thereareanumberofworktasksthatneedtobeassignedinajointpurchasingprogram.Thesetasksinclude: 
	a. 
	a. 
	a. 
	Preparationofspecifications. 

	b. 
	b. 
	Preparationandplacementofbidnoticeinnewspaper(s . 

	c. 
	c. 
	Directcontactwithexpectedbidderstosolicitbids. 

	d. 
	d. 
	Decidingwhereandwhenthebidsareopenedandbywhom. 


	e. 
	e. 
	e. 
	Reviewofbidsforcompliancewithspecificationsandbonding. 

	f. 
	f. 
	Awardofbids(municipalcouncil/boardaction
	or
	joint . 

	g. 
	g. 
	Noticeofawardtosuccessfulbidder. 

	h. 
	h. 
	Returnofbidbondstounsuccessfulbidders. 


	Ajointcommitteeofoneofficialfromeachparticipatingmunicipalitycanbeestablishedtocompleteorassign thesetasks.IfaCOGisinplace,thiscanbeaCOGfunction.Theactualworkcanbedonebythecommitteeor COGmembers,municipalemployeesorCOGstaff,ifthereisone.IfaparticipatingmunicipalityorCOGislarge enough,theremaybeafulltimepurchasingagentorastaffpersonwithexpertiseinpurchasing. 
	TheLeadMunicipalityOption.Themunicipalcodesandlawsgoverningmunicipalpurchasing(IGCCodeand CommonwealthProcurementCode allowonemunicipalitytopurchasegoodsandservicesfromanotherwithout bidding.Theselawsrecognizethe“provider”municipalityhasalreadyhadtoadvertisebidsforthesegoodsandto repeattheprocessforaninter-municipalsaleisredundantandunnecessary. 
	Ifonemunicipalityhasapurchasingofficerorotherpurchasingexpertise,smallerneighboringmunicipalitiescan arrangefortheleadmunicipalitytopurchaseextramaterialsorsuppliesandthen,forasmalladditionalfee, purchasethosegoodsfromtheleadmunicipality.Thefeeprovidesapartialreimbursementtotheleadmunicipality foritsadministrativecostswhilethesmallermunicipalitiesgaintheadvantageofbulkpurchasing.Thiskindof systemrequirestheleadmunicipalitytohavesufficientstoragespaceforgoodsnotyetpickedupbytheother municipalities(suchasabig
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	OftenaleadmunicipalityarrangementforpurchasingissetuponahandshakeagreementbutanIGCCode agreementisrecommended.Typically,aspecialcommitteeorotherorganizationalstructureisnotneededandall oftheworktasksnotedintheprevioussectionarecompletedbytheleadmunicipality.Thisapproachisoften easiertogetstartedthanajointprogram,butitsscopeandcontrolrestssolelywiththeleadmunicipality. 
	TheCountyPiggybackOption.Section2309ofIGCCodeprovidesthepowerandproceduresforacountytoset upajointpurchasingsystem,allowingthemunicipalitiesofthecountyto“piggyback”onbidsandpurchasesof thecounty.ThissystemisverysimilartothestateCOSTARSpurchasingsystemortheleadmunicipalitysystem outlinedintheprecedingsection.Thisoptionisparticularlyappropriateforcountieswhereanumberofsmallor ruralmunicipalitiescanbeassistedbythecounty.Municipalofficialsshouldbringthispossibilitytotheattentionof thecountycommissionersintheirc
	AdditionalSuggestionsforJointPurchasing.Thereareanumberofadditionalideaswhichwillhelpajoint purchasingprogramgetstartedandkeepmoving. 
	a. 
	a. 
	a. 
	Theprogrammustbeproactive.Ifyousitbackandwaitformunicipalitiestosaywhatjointpurchases theywanttomake,therewillbefewsuggestionsandfewerpurchases. 

	b. 
	b. 
	Alongleadtimeisneeded.Ittakestimetoputtogetherspecifications,ads,amountsforeachmunicipality forabid.Ifamunicipalitywaitsuntilitneedsthegoods,it'stoolate. 

	c. 
	c. 
	Statebidsareoftenverygood.ThePennsylvaniaCOSTARSprogramoftenhasexcellentpricesonmany items.Ajointpurchasingprogramshouldguidemunicipalitiestothatsourcewhenthepriceisright, ratherthantryingtocompeteoneveryitem.Thepointoftheprogramislowpricesnotturfprotection. 



	PoliceServices 
	PoliceServices 
	Inter-municipalprovisionofpoliceservicesconstitutesoneofthemostimportant,andoneofthemostdifficult intergovernmentalcooperationprojects.Thereareseveralbasicapproachestosharingpoliceservices: 
	a. 
	a. 
	a. 
	Aregionalpolicedepartment:Apolicedepartmentthatservestwoormoremunicipalitiesandisunder thejointcontrolanddirectionoftheparticipatingmunicipalities. 

	b. 
	b. 
	Contractedpoliceservices:Onemunicipalityoperatesapolicedepartmentandoneormoreother municipalitiespurchasepoliceservicesfromthatdepartment. 

	c. 
	c. 
	Cooperativesupportservices:Municipalitiesmaintaintheirseparatepolicedepartmentsbutwork togetherononeormorepoliceactivitiesrangingfromacentralizeddetectivesbureautopolicerecords, testing,andtraining,andtosimplyestablishingwrittenmutualaidprotocols. 


	Thefollowingsectionswillpresentadiscussionofeachoftheseareasofintergovernmentalcooperationfor provisionofpoliceservices.ReadersshouldnotethatinadditiontothisHandbook,therearetwootherDCED Handbookswhichprovideinformationonsharedpoliceservices:Regional Police Services in Pennsylvania andthe Solicitor’s Handbook. Theemphasisinbothofthosehandbooksisonregionalpolicedepartments,withrelatively littleattentiongiventocontractedpoliceservicesorcentralizedsupportservices.Consequently,thishandbook will defermostofthede

	RegionalPoliceDepartment 
	RegionalPoliceDepartment 
	Aregionalpolicedepartmentservestwoormoremunicipalitiesandisunderthejointcontrolanddirectionofthe participatingmunicipalities.Typically,ajointpolicecommissionorotherbodyofelectedofficialsfromeach municipalityoverseesthedepartment;thechiefofpolicereportstothiscommission,nottotheindividualmunicipal governingbodiesormunicipalmanagers. 
	Aregionalpoliceforceisanimportantundertaking.Policecostsareoftenamongthelargestmunicipal expenditures,rivaledonlybypublicworksinannualappropriations.Thismeansthepotentialsavingsinpolice servicecostsarerelativelylargerthanthoseinotherserviceswheretotalcostsareless. 
	Qualitypoliceserviceiscritical.Lawsarecomplex.Courtdirectedproceduresmustbefollowedtotheletter. Citizenshavetherighttoexpectfairandprofessionaltreatment.Thesafetyofourcommunitiesrequires professionalpoliceservices.Onlywellqualified,properlytrainedprofessionalpoliceofficerswithpropersupervision andequipmentcanprovidethelevelofservicerequired.Formanysmallermunicipalities,theonlywaytoachieve suchqualityistojointogetherwiththeirneighborstoestablisharegionalpoliceforce. 
	Theformationofaregionalpoliceforcesometimescanbeadifficultprocess.Thereareanumberofseriousissues tobeaddressedwhenformingaregionalpoliceforce;but,theseoftenbecomeintertwinedwithemotionaland politicalissues.Communityresidentsexpressconcernaboutlosingtheirownpoliceandbeingoverrunby “outsiders.”Policeofficersandpolicechiefsfightagainstaperceivedlossofauthorityandautonomy.Mayorsand councilmembers,supervisorsandcommissionersarguethattheywilllosecontrol.Publicmeetingscanbecome boisterousmobscenespackedbyrelatives
	Incontrasttojointpurchasingandequipmentsharing,regionalpoliceservicesinvolvespeople.Theofficersin existingdepartmentsareusuallylocalresidents.Theservicesprovidedbypolicearepeople-oriented.Therefore,it isessentialthatanyattempttoprovideregionalpoliceservicesbesensitivetotheneedsofthepeopleconcerned, policeofficersandresidentsalike.Discussionsmustbeopentothepublicandopentoinputfrompoliceofficers andresidents.Closedsessionsbreedsuspicion,rumors,badpress,andthelikelyfailureoftheattempttoprovide jointpoliceservi
	BenefitsofJointPolice.Therearenumerousbenefitstojointpoliceservices.Theadvantagesofintergovernmental cooperationspelledoutinChapterI:“Whycooperate?”describeingeneraltermswhycommunitieswillbenefit fromjointpolice.Inthenextfewpages,wewillillustratehowthosegeneralprinciplesapplytopoliceservices. 
	a. EffectiveUseofPolicePersonnel:Severaladjacentmunicipalitiesmayeachhaveaneedforpolice protection,bothforincidentresponseandforpreventivepatrol.Withseparatemunicipalpolice departments,eachmustputanofficeronthestreetatthetimeneeded,evenifthenumberofincidentsis relativelylow.Thatmeansfourofficerstocoverfourmunicipalitiesatthesametime.Ifthefour municipalitiesarecombinedintooneregionalpolicedepartment,twoorthreeofficersmaybesufficient torespondtoallincidentsandprovidethenecessarypreventivepatrolsduringthetimep
	b. Full-TimeCoverage:Smallermunicipalitiescanjointogethertoapproachorreachfulltime(24-hour  policeprotectionnototherwiseavailable.Ittakesapproximatelyfivefull-timeofficerstocoverthe168 hoursinaweek,whenvacationsandothernon-patroltime(training,paperwork areconsidered.For example,onesmallboroughwiththreepoliceofficersandthreeadjacenttownships,eachwithone officer,togetheroftenhavethreeorfourofficersworkingatthesametimeandleavemanyhoursofthe weekuncovered.Ajointforceoffiveofficerswillpermitfulltimecoverageinall
	c. ContinuityofCoverage:Insmalldepartmentswherethereisonlyoneofficeronpatrolatatime,a vacationorsickday,ortrainingthattakestheofficeroffpatrol,leavesthemunicipality“uncovered”for thatshift.Threeseparatefour-officerdepartmentsareeachabletoprovidenearlyfull-timeservice,but theyarestretchedverythin.Ifoneofficerissick,themunicipalitygoesuncoveredoranotherofficermust workadoubleshift.Theservicetothemunicipalityiseitheroneofficerornone.Ifthestaffofthesame threedepartmentsiscombined,theymayroutinelyputthreeofficer
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	d. SchedulingFlexibility:Whenamunicipalpoliceforceoffourorfiveofficersisstretchedtoprovide 
	24-hourcoverage,thereisverylittleflexibilityinschedulingtoprovideextracoverageatpeaktimessuch asFridayandSaturdayevenings.Overtimeisoneoption,butthatproduceshighercostsandovertired policeofficers.Acombinedforceprovidingregionalpoliceservicesforthreeorfourmunicipalitiescanbe largeenoughtogainsomeschedulingflexibilitytofocusonpeakincidentperiodsandtoprovideextra patrolsinproblemareas. 
	24-hourcoverage,thereisverylittleflexibilityinschedulingtoprovideextracoverageatpeaktimessuch asFridayandSaturdayevenings.Overtimeisoneoption,butthatproduceshighercostsandovertired policeofficers.Acombinedforceprovidingregionalpoliceservicesforthreeorfourmunicipalitiescanbe largeenoughtogainsomeschedulingflexibilitytofocusonpeakincidentperiodsandtoprovideextra patrolsinproblemareas. 
	24-hourcoverage,thereisverylittleflexibilityinschedulingtoprovideextracoverageatpeaktimessuch asFridayandSaturdayevenings.Overtimeisoneoption,butthatproduceshighercostsandovertired policeofficers.Acombinedforceprovidingregionalpoliceservicesforthreeorfourmunicipalitiescanbe largeenoughtogainsomeschedulingflexibilitytofocusonpeakincidentperiodsandtoprovideextra patrolsinproblemareas. 

	e. 
	e. 
	PatrolBackup:Mostpoliceincidentsinoursmallerandmid-sizedcommunitiescanbehandledbyone officer.Formanymunicipalities,thedepartmentisonlyabletoputoneofficeronthestreetatanygiven time.Thislevelofservicemeetstheneedformostincidents.However,whenanofficerneedsassistanceit mustbeavailableonshortnotice.Aregionalpolicedepartmentwithtwoorthreeofficersonpatrolatany giventimecanprovidethatbackup;separatedepartmentswheretheofficerisonsolopatrolcannot. Policeofficerswhoareconfidentthatassistanceisavailablewhenneededarelik

	f. 
	f. 
	CareerOpportunities:Small,separatemunicipalpolicedepartmentsofferfewopportunitiesfor advancement.Itisdifficulttorecruitandretainqualitypoliceofficersinadead-endposition.Aregional policedepartmentissomewhatlargerandcanprovidetheopportunitiesforpromotionsand advancementsoughtoutbycareer-orientedofficers. 

	g. 
	g. 
	Specialization:Incontrasttosmallermunicipaldepartments,aregionalpolicedepartmentcanoffer opportunitiesforpoliceofficerstospecializeinvariousaspectsofpolicework,includingcriminal investigation,trafficaccidentinvestigation,juvenile,communityrelations,crimepreventionandpolice training.Thisspecializationisanadvantageforboththeofficersandthedepartment.Certainofficerswill findthepossibilityofspecializationanattractivecareeropportunity.Thedepartment'soverall performanceandcapabilitiesincreasewiththeincreasedskills

	h. 
	h. 
	ReducedLiability:Oneofthemostseriousrisksoflitigationfacingmunicipalitiesistheliabilityarising frompoorpolicework.Improperuseoffirearms,inappropriatehighspeedchases,unnecessaryuseof forceandviolationsofcivilrightsareallproblemswhichoccurfarmoreoftenthanrecognized.Adequate insurancecoverageandproperpolicesupervisionarenecessarytominimizethisrisk,butthebasicneed istohirequalitypeopleandtrainthemproperly.Amunicipalityfailingtoscreenpolicecandidates carefullyenoughcanbefoundtohavebeennegligentifanofficerabusest

	i. 
	i. 
	EliminateRedundancy:Aregionalpoliceforcecanreduceredundancyofbothpersonnelandequipment. Fourmunicipalitieswithsmall,separatedepartmentsmusteachownapatrolcar.Acombinedforcethat putstwoofficersonthestreetatatimecanhavetwopatrolcarsinserviceandabackupandstillneed onelesscaroverallforthefourmunicipalities.Twoeight-officerdepartmentsmaybothhaveunderutilized criminalinvestigators.Aregionalpoliceforcecaneliminatethisredundancybykeepingoneinvestigator andreturningtheothertopatrolorswitchingthesecondofficertoanother

	j. 
	j. 
	ImproveEquipment:Smallpolicedepartmentsseldomhavebudgetsofsufficientsizetobeableto purchaseuptodatecomputers,investigator'sequipment,videocamerasystemsforinterrogationsand accidentinvestigations,speciallyequippedvansforon-siteinvestigationsandothertoolsofmodernlaw enforcement.Thecombinedpurchasingpowerofalarger,regionaldepartmentservingthemunicipalities willenablesomeoftheseservicestobeprovidedwheretheywouldotherwisebeunavailable. 

	k. 
	k. 
	AreawideInvestigations:Criminalshavenorespectformunicipalboundaries.Aburglarcaneasilymove fromcitytoboroughtotownship.Astandard“modusoperandi”orM.O.maybeobservedbyasingle investigatorcheckingallthecrimes.Separateinvestigationscouldmisstheconnection.Iftheconnection isakeytosolvingthecrime,aregionalpolicedepartmentinvestigatorwillfindtheanswer,whileseparate investigatorsmightmissit. 
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	OrganizingRegionalPoliceServices.JointpoliceservicesshouldbeorganizedundertheprovisionsoftheIGC Code.Ahandshakeagreementisfartoocasualforsuchanimportantservice.Policeserviceisnotanauthorized functionforajointauthority.AnumberofkeyissuesinadditiontoastandardIGCCagreementneedtobe addressedintheprocessofestablishingajointpoliceforce.EachoftheseshouldbeincorporatedintotheIGCC agreementortheauthoritytoaddresssuchissuesdelegatedtoabodytomakesuchdecisionsforthedepartment. 
	a. 
	a. 
	a. 
	ThePoliceCommission:Akeycomponentdifferentiatingajointpoliceforcefromcontractpolice servicesisthepolicecommission.Typically,thiscommissionconsistsofoneelectedofficial(township supervisororcommissioner,boroughcouncilmemberormayor,citycouncilmemberormayor from eachparticipatingmunicipality.Thepolicecommissionisresponsibleforhiringthepolicechief,approving thebudget(subjecttomunicipalappropriations ,establishingpoliciesandoverseeingtheactivitiesofthe department.Thiscommissionexercisesthecontrolofthepolicefuncti

	b. 
	b. 
	TheDepartmentLocation:Theideallocationforaregionalpolicedepartmentisnearthecenterpointof themunicipalitiesserved,onornearmajorarterialroadsinthearea,and,ifeconomicallyfeasible,ina buildingseparatefromanyexistingcity,boroughortownshipmunicipalbuilding.Thereasonsfora centrallocationandgoodroadaccessareeasilyunderstood.Thereasonforabuildingseparatefromany individualmunicipality'sbuildingislessobviousbutjustasimportant.Ifaregionalpolicedepartmentis locatedinatownshipbuilding,itmaybeperceivedasthattownship'sdepa

	c. 
	c. 
	DepartmentPersonnel:Ifoneormoremunicipalpolicedepartmentsalreadyexistamongthe municipalitiesformingajointpolicedepartment,decisionsmustbemadeaboutwhetherandhowthese personnelwillbeincludedinthejointdepartment.Itispossibletoautomaticallyincludeallexisting officers.Minimumstandardsshouldbeestablishedforeachofficerjoiningthenewdepartment.These standardsmightbesomewhatrelaxedforexistingofficersascomparedtonewrecruitstogivecreditfor timeserved. 


	Provisionsforofficerstransferringtothejointdepartmentshouldincludecreditforvacationandsick leave,timeingradeandseniority.Differencesamongpersonnelrulesinthedepartmentsjoiningthe regionalforcewillhavetobereconciled. 
	Ranksinthenewdepartment,includingthechief,shouldbebaseduponapplications,testingandaformal selectionprocess.Ranksinolddepartmentsshouldnotbetransferred.Thisapproachwillassurethatthe leadershipinthejointdepartmentisthebestavailable. 
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	AllocatingCosts.Aregionalpoliceforcewillhaveasignificantbudget.Thetotalsizeofthispolicebudgetmight evenbelargerthanasmallmunicipality'stotalbudget,butthemunicipality'ssharewillbelessthanthecostof providingthissamelevelofserviceonanindividualbasis.Thebudgetshouldshowalldepartmentexpenditures andincomeincludinggrantsandhoweachmunicipality'ssharehasbeencalculated. 
	a. 
	a. 
	a. 
	OperatingCostSharing:Municipalsharesofregionalpoliceservicesaremostoftendistributedonthe basisofpatrolhours.Amunicipalitywith29percentofthetotalhoursofpolicepatrolinayearshould pay29percentofthetotalmunicipalsharesofthebudget(totalexpensesminusnon-municipalincome . Thisapproachassumesthatovertheyearoverheadpersonnelandcostssuchasinvestigators'time, supervisorytime,vacationsandsickleave,secretarial/clericalsupport,patrolcarsandequipmentare distributedinthesameproportionasthepatroltime.Thescheduledpatrols(and

	b. 
	b. 
	FirstYearCosts:Thecostsofthefirstyearofoperationofaregionalpoliceprogramrequiresomespecial considerations.Theremaynotbesufficientinformationinallmunicipalitiestoprojectthedistributionof patrolhoursaccurately.Firstyearsharesmaybebasedononeoracombinationofthechoicesnotedin ChapterIIIuntilpatroldataisavailable.Theremayalsobestart-upcostssuchaspatrolcars,equipment, computers,anduniforms;anythingnotalreadyownedbythejoiningmunicipalitiesbutneededforthe operationofthedepartment.Municipalsharesofstart-upcostsmaybea

	c. 
	c. 
	PensionFunds:Existingmunicipalpolicepensionfundscanbetransferredintheirentiretytotheregional policedepartment.Nobenefitscanbetakenawayfromanexistingplan.Themembermunicipalitiesmust jointlypaytheminimummunicipalobligationtothejointpensionfund.Theseannualpaymentscancome fromstatepensionfundappropriationsand,ifneeded,employeeand/ormunicipalcontributions.Ifthere isanyunfundedliabilityinamunicipality'sfundpriortothemerger,itsfundingshouldbenegotiatedas partofthemergeragreement.Thisliabilitycouldbeoffsetbyotheras
	tothejointpolicedepartmentorpaiddirectlybyappropriationsfromthatunderfundedmunicipality.If 


	d. 
	d. 
	CapitalCosts:Acapitalexpenditure,inparticularforapolicestation,maybepartoftheprogram.Ifitis,it maybefundedeitherbyinitialmunicipalappropriations(sharesdeterminedbyamethodorcombination ofmethodsfromChapterIII, orfinancedoveraperiodofyearswithannualpaymentsaspartofthe operatingbudget.Useoffinancingallowscapitalcoststobepaidinproportiontothedistributionof policeserviceineachmunicipality,butthismethodaddsinterestpayments.Atransitionperiodofthreeto fiveyearsintemporaryquartersmayprovidesufficienttimetoaccumulate

	e. 
	e. 
	BudgetSavings:Budgeteconomyshouldbeencouragedbypermittinganysavingsofappropriated fundstostaywiththeregionalpolicedepartment.Thesefundscanbesetasideforspecialprojects approvedbythepolicecommissionortoserveasanemergencyreserve.Ifthemunicipalitiesrequirethe returnofunusedfunds,thelikelyresponsewillbeincreasedyear-endspendingtouseupallavailable fundsbeforetheyare“lost”andtojustifyanincreasedappropriationforthenextyear.Theabilitytosave thesefundsdiscouragesyearendbudgetgames. 


	GettingStarted.Considerationofapossibleregionalpolicedepartmentshouldbethoroughanddeliberate.The assistanceoftheDepartmentofCommunityandEconomicDevelopmentoraconsultantwithexperienceinjoint policeservicesshouldbeobtainedtohelpwiththeprocess.Theconsiderationofaregionalpoliceforcetakestime. Usingaprivateconsultantalsorequiresmunicipalfunds.But,expertadviceisessentialifaregionalpoliceforceis tosucceed.TheRegional Police Services in Pennsylvania handbook provideshelpfuldetailonthestudyprocess andtheDepartmentof
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	ContractPoliceServices 
	ContractPoliceServices 
	Intheprecedingsectionweexploredtheconceptofaregionalpoliceforce;inthissectionwewillreviewthe secondmajorapproachtoregionalpolice:contractpoliceservice.Thebenefitsofjointpoliceareessentiallythe sameasforcontractpoliceservices.Intheremainderofthissectionwewillexplorehowacontractpoliceservice differsfromajointpoliceforce,howacontractserviceshouldbesetupandhowcostsshouldbedetermined. 
	DifferencebetweenRegionalandContractPoliceService.Theessentialdifferencebetweenjointandcontract policeserviceisintheorganizationofthebodyresponsibleforthedirectionandcontrolofthedepartment. Regionalpoliceforcesareoverseenbyajointcommission.Contractservicesremainunderthecontroland directionofthemunicipalgoverningbodyprovidingtheservice.Anydegreeofsharedcontrolofbudgetapproval, appointmentofthechief,orothermajorpolicymatterisuptotheprovidingmunicipality. 
	a. 
	a. 
	a. 
	AdvantageofContract:Thebasicadvantageofacontractisthatitcanbeestablishedsomewhatmore easilythanaregionaldepartment.Expansionofanexistingdepartment,withachief,supervisory personnel,trainedpatrolofficers,equipment,afacility,policiesandproceduresallinplaceisfarless complexthanstartingfromscratchtocreateawholenewdepartment. 

	b. 
	b. 
	DisadvantageofContract:Thedisadvantageofacontractgoeshandinhandwithitsadvantage.The controlofthedepartmentrestssolelywiththemunicipalitythatprovidestheservice.Anyinputon budget,selectionofthechief,ordepartmentpolicyisacceptedonlyatthediscretionoftheproviding municipality.Usuallytheprovidingmunicipalityisopenandresponsivetoinputfrommunicipalities purchasingservice.Iftheyarenot,thepurchasingmunicipalitiesarenotlikelytocontinuetopurchase services.However,evenanopenrelationshipisoftensubjecttoperceptionsthatthe


	additiontothegeneralprovisionsofanIGCCagreement,theissuesofservicescheduling,programinput,existing departmentsandcostsmustbeaddressed.Wewillexaminethefirstthreeinthissubsection;costallocationswill bereviewedinthenext. 
	OrganizingContractServices.ContractpoliceservicesshouldbesetupundertheprovisionsoftheIGCCode.In 

	a. ServiceScheduling:Typically,acontractingmunicipalitypurchasesaspecifiednumberofhoursofpolice serviceperweek.Thesehoursmaybeallscheduledonaregularbasissuchas8:00a.m.to4:00p.m., MondaythroughFriday,or2:00p.m.to2:00a.m.,sevendaysaweek.Or,theagreementcanbeto provideasetnumberofhoursperweekforpreventivepatrolandincidentresponsewiththeexact scheduletobesetbythechiefbaseduponincidenttimesandpersonnelschedules.Theapproachmust besetbytheparticipatingmunicipalities.Itislimitedbythesizeandschedulingflexibilityofthe
	Theagreementshouldspecifythatpatroltimeinthepurchasingmunicipalitymeanstimeactuallyspent onactivepatrolorincidentresponse,orondirectlyrelatedadministrativedutiessuchascompletionof reportsandappearancesincourt.Ifthedirectlyrelatedadministrativedutiesarenotincludedinpatrol time,thetime(andcost shouldbedeterminedandincludedasanoverheadexpense.Timesnotusually includedinpatroltimeareholidays,vacation,sickleave,andtraining.Whenexcludedfrompatroltime, thesemustbeincludedintheoverheadcosts.Underthisapproach,thepurc
	Thetimeofbackupofficerscanbehandledinoneofseveralways.Withflexiblescheduling,thehourscan bedeductedfromtheregularhoursofservicetobeprovided.Or,thepatrolofficerinthepurchasing municipalitycanbemadeavailableforbackupintheprovidingmunicipalitywhilestillon“contracttime,” amutualaidapproach.Or,thebackuptimecanbeincludedinoverheadcosts.Thefirstapproachis usuallyrecommended. 
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	b. 
	b. 
	b. 
	ProgramInput:Acontractpoliceservicehasnojointpolicecommissiontodirectthepoliceforce;thisis theresponsibilityoftheprovidingmunicipality.Thereisaneed,however,foracoordinatingmechanism fordiscussingthelevelofservice,workingouthoursandscheduling,anddiscussingcostsforthenext years’service.Thisgroupcanbeateitherthestafforelectedofficialslevel.Ifthemunicipalitieshave managers,thisdutycanbeassignedtothem.Iftheprovidingmunicipalityhasacommitteeofthe governingbodyresponsibleforoversightofthepolicedepartment,thepurcha

	c. 
	c. 
	ExistingPersonnel:Ifthecontractingmunicipalityalreadyhaspoliceofficers,thequestionoftheir eligibilityforjoiningtheprovidingmunicipality'sforcemustbedetermined.Theissuesaresimilartothose forajointpoliceforce,butaresubjecttotheregulationsoftheprovidingmunicipality.Ordinarily,the providingmunicipalityshouldnotloweritsstandardstoacceptunderqualifiedofficersfromthe purchasingmunicipalities,althoughexceptionsmightbeconsideredinspecialcases. 


	Asarule,transferringofficersdonotbringwiththemanyrankabovepatrolofficer,althoughspecial arrangementscanbeagreeduponinexceptionalcases.Itmustberecognizedthatthesecases constituteabypassingofnormalcompetitivepromotionproceduresandmayfrustrateofficersinthe providingmunicipality.Transferringofficersshouldreceivecreditfortimeinserviceforpension, vacationandsickleave.Theissueoftransferofsenioritymustbeconsideredcarefullysinceitwillaffect officersinbothdepartments. 
	AllocatingCosts.Thereareseveralstepstoallocatingcostsforcontractpoliceservice.Thefirst,andmost important,istodistinguishbetweenmarginalandtotalcosts.Whentotalcostsaredetermined,theirhourlyrates canbefairlyset. 
	a. 
	a. 
	a. 
	MarginalCostsAreMisleading:Acommonmistakeindeterminingthecostofcontractpoliceservicesis toconsideronlythemarginalcostswhenpricingtheservice.Themarginalcostistheaddedsalary, benefitsandequipmentforanofficeraddedtothepoliceforcetocovertheextrahoursrequiredforthe contractingmunicipality.Onthesurface,thisisallthenewexpenseanticipatedbytheproviding municipalityanditmakesthehourlyrateveryattractivetothepurchasingmunicipality.Aftersometime passes,however,theprovidingmunicipalityrealizesitisprovidingfill-inofficers

	b. 
	b. 
	b. 
	DeterminingTotalCosts:Thefollowingchecklistofpolicecostsillustratestheareasthatshouldbe coveredwhendeterminingthetotalcostofpoliceservices.Mostoftheseshouldbeinthepolicebudget; somearelocatedelsewhereinthetypicalmunicipalbudget. 

	1. SalaryCosts 
	(a  
	(a  
	(a  
	Officers 

	(b  
	(b  
	Supervisors 

	(c  
	(c  
	(c  
	Policechief 

	(d  Specialists(detective,juvenile,communityrelations,K-9  

	(e  
	(e  
	Supportpersonnel(secretary,recordsclerk,anddispatcher  

	(f  
	(f  
	Overtime 


	2. PaidBenefitCosts 
	(a  
	(a  
	(a  
	Healthinsurance(includingeyecare,dental,prescription  

	(b  
	(b  
	Disabilityinsurance 

	(c  
	(c  
	Lifeinsurance 

	(d  
	(d  
	Pension 

	(e  
	(e  
	Workerscompensationinsurance 

	(f  
	(f  
	Unemploymentcompensationpremium 

	(g  
	(g  
	EmployersFICAorMedicarepayment 


	3. OperatingCosts 
	(a  
	(a  
	(a  
	Personalequipment(weapons,radios,flashlights  

	(b  
	(b  
	Uniforms 

	(c  
	(c  
	Administration(forms,copies,postage,phone  

	(d  
	(d  
	Training 

	(e  
	(e  
	Insurance(police&generalliability;automobile;theft;fire  

	(f  
	(f  
	Vehiclemaintenance 

	(g  
	(g  
	Gasoline 


	4. CapitalEquipment 
	(a  
	(a  
	(a  
	Vehicles 

	(b  
	(b  
	Officefurniture 

	(c  
	(c  
	Specialequipment(computers,videoequipment  


	5. Non-PoliceDepartmentOverheadPersonnel 
	(a  
	(a  
	(a  
	Recruitment(advertisements,testing  

	(b  
	(b  
	Administration(payroll,accounting,purchasing  

	(c  
	(c  
	Management (d  Theindirectoroverheadcostsofthesepersonnelin(5 (a –(5 (c above. 


	6. FacilityCosts 
	(a  
	(a  
	(a  
	Utilities(electric,gas,water,sewer,garbage  

	(b  
	(b  
	Janitor 

	(c  
	(c  
	Fairrentalvalueofspace 



	c. 
	c. 
	DeterminingHourlyCost:Oncethetotalcostofthedepartment'soperationhasbeendetermined,the methodofdistributingthesecostsmustbeagreedupon.Ifthepolice“product”isregardedaspatroland incidentresponse,thentotaldepartmentalcostsasdeterminedaboveshouldbedividedbytotalhoursof patroltimeperyeartodeterminethehourlycosts.Thetotalhoursofpatroltimeshouldbeactualhours, notscheduledhours.Ifscheduledhoursareused,theprovidingmunicipalityisstuckwithfillinginthetime ofsickleave,vacationsandothertimeoff.Inthesuggestedapproach,thep

	d. 
	d. 
	DeterminingtheAnnualAmountoftheContract:Theannualamountofthecontractisafunctionofthe hourlycostforpatrolandincidentresponseandthenumberofhoursofpoliceservicetobepurchased. Thenumberofhourscanbesetonaperday,perweek,permonthorperyearbasis.Theshorterterms givemoredirectcontrolofthepolicescheduletothecontractingmunicipality,butarelessflexible.The longertermsgivethepolicechiefmorefreedominschedulingtomeetpeakincidentperiods. 
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	Thecontractshouldbereviewedandadjustedonanannualbasis.Itshouldprovidethatsalaryincreases andchangesincostsfortheprovidingmunicipalitymaybeusedtoadjustthehourlyrate.Thisshouldbe doneinatimelymannersothecontractingmunicipalitycananticipatetheimpactonitsbudget.The contractshouldalsoprovideforchangesinthenumberofhoursofpoliceservicepurchasedbythe contractingmunicipalitytomeetrisingordecliningneedsforservice.Thenumberandtimesofreported incidentsareusuallythebestindicatorsofthisneed.Thesechangesshouldbemadeinatim
	Itisessentialthatthereberegulardiscussionsthroughouttheyearbetweentheprovidingand contractingmunicipalitiesontheissuesofcostperhourandnumberofhoursofservicetobeprovided. TheIGCCagreementshouldestablishdeadlinesfornotice.Thespiritofthediscussionsshouldbesuch thatthereareno“surprises”onthelastdaybeforethedeadline. 

	CooperativePoliceSupportServices 
	CooperativePoliceSupportServices 
	Formunicipalitiesthatdonotjoinregionalpolicedepartmentsorcontractforpoliceservices,therearestill numerousopportunitiescooperateintheprovisionofpoliceservicestotheirresidents.Thissectionwillillustrate someofthosepossibilities. 
	Centralizedspecialists.Existingpolicedepartmentscanexpandtheircapabilitiesbyworkingtogether.These expandedcapabilitiesgenerallycomeintheformofspeciallytrainedpoliceofficersorciviliansupportstaff. Examplesincludedetectives,hostagenegotiators,crimesceneinvestigators,K-9teams,informationtechnology (IT specialists,andaccidentscenereconstructionspecialists.Eachspecialistrequiresappropriatetraining.These specialistscanbeorganizedtoservetheparticipatingmunicipalpolicedepartmentsinseveralways: 
	a. 
	a. 
	a. 
	Creationofajointbureauforthespecialty.Thisbureaucanbesetupasanindependentbody,overseen jointlybytheparticipatingmunicipalities,eitherthroughacommissionofelectedofficialsoracommittee ofthepolicechiefsortheirrepresentativesfromtheparticipatingmunicipalities.Specialistsinthisbureau wouldbeemployeesofthejointbureau.Theprocessforsettingupajointservicebureauincludesallthe stepsoutlinedaboveforestablishingaregionalpolicedepartment.Costsharingoptionsarealsosimilarto theregionalpolicedepartmentmodel. 

	b. 
	b. 
	Contractingforspecializedservices.Inthismodel,commonwhereoneparticipatingmunicipalityislarger thanitspartners,thelargerpolicedepartmentdevelopsaspecializedcapacityandextendsittotheother departmentsonacontractbasis.Specialistsinthiscaseareemployeesoftheprovidingmunicipality.The processforestablishingacontractforspecializedpoliceservicesandoptionsforcostsharingforthose servicesparallelstheprocessforcontractingforallpoliceservicesoutlinedabove. 

	c. 
	c. 
	Establishinginterdepartmentalteams.Neighboringmunicipalpolicedepartmentscanworktogetherto eachassignoneormorepoliceofficerstoateamofspecialists.Thespecialistteamthenworkswherever neededwithintheregionalgroupofmunicipalities.Ifthereisanexpectationthat,overtime,theneedis equalamongthemunicipalities,thentheredoesnotneedtobeacostsharingprocess.Iftheneedsare notequal,someformoftimeaccountingandcostreimbursementneedstobebudgetedand administered.Theoptionsaresimilartothoseforcontractedpoliceservices.Thespecialists

	d. 
	d. 
	Followingamutualaidmodel.Inthisapproach,severaldepartmentscollaboratebydevelopingdifferent specializationsandthenprovidingthespecialistsasneededtoeachother.Forexample,municipalityA providescrimesceneinvestigatorstomunicipalityBasneededandmunicipalityBprovidesanaccident reconstructionspecialisttomunicipalityAasneeded.Ifthereisanexpectationthat,overtime,theneedis equalamongthemunicipalities,thentheredoesnotneedtobeacostsharingprocess.Iftheneedsare notequal,someformoftimeaccountingandcostreimbursementneedstobe
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	PoliceTesting.Aregionalapproachtotestingpolicecandidateshasadvantagesforboththeapplicantsandthe municipalities.Theapplicantsinterestedinbecomingpoliceofficersdon'thavetoshoparound,takingtestsand fillingoutapplicationsatfiveortenmunicipalities.Themunicipalitiessavemuchofthecostoftestingsincethe candidatestakeonlyonetest(withsharedcost ratherthanseparatetestsateachmunicipality'sexpense.The productoftheregionaltestingcanbeonemasterlistorseparatemunicipalhiringlistsbasedonthetermsofthe program.Anewlistorlistssh
	PoliceTraining.Cooperationamongpolicedepartmentstoconductrequiredtrainingaccomplishesseveralthings. Ifoutsideinstructorsareutilized,spreadingthecostacrossseveraldepartmentssavesfunds.Ifinternalinstructors areutilized,eachdepartmentcandeveloponeormorespecializedinstructorsunderthemodelformutualaid specialistsabove.Withallofthemultipledepartments’resourcesavailable,thereisagreateropportunityto developthenecessaryinstructionalcapabilitiesinternallywithintheparticipatingpolicedepartments.Anancillary butnotincon
	PoliceMutualAid.Aswithfireservices,thereoftenisaneedforpolicedepartmentstoprovideassistancetoone another.Afleeingsuspectcanquicklydrivethroughseveralmunicipalities.Amajorcrimemayrequiremorepolice officersthanasinglemunicipalitycanputondutyatonetime.Or,alonepatrolofficermayneedbackupinan emergency.Manypolicedepartmentsrecognizetheseneedsandhaveeitherinformalunderstandingsorwritten agreementswithneighboringdepartmentsforsuchassistance.Suchagreementsshouldbeformalagreements undertheIGCCode,adoptedbytheelectedm
	a. 
	a. 
	a. 
	Ifdepartmentpoliciesdifferonsuchissuesashighspeedchasesandroadblocks,whichpolicydoesthe assistingofficerfollow? 

	b. 
	b. 
	Whichmunicipalityprovidesinsurancecoverage? 

	c. 
	c. 
	Ifthenumberofassistancecallsbyeachmunicipalityisnotbalanced,willtherebeacharge?Ifso,how willitbedetermined?(Seeoptionsincontractedpoliceservicesabove  

	d. 
	d. 
	Whichofficerisincommandatthescene? 

	e. 
	e. 
	Ifnopoliceofficerisondutyintherequestingmunicipality,istherespondingmunicipalityrequiredto respond?Ifso,isthereacharge? 


	Anaffirmativeresponsetothelastquestionmovestheparticipantsclosertocontractpoliceservicesthanmutual aidandrequiresfurtherstudy. 
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	EquipmentSharing 
	EquipmentSharing 
	Efficientuseofequipmentrequiresthatitbeusedasmuchaspossibleandnotsitidleontheshelforinthegarage. And,thereisalwaysthatnextpieceofequipment,theonejustbeyondtheresourcesoftheborough,cityor township.Owningitwouldbeveryusefulbuttheequipmentisjusttoocostly.Equipmentsharingisawayto overcometheinefficiencyofidleequipmentandmakesitpossibletoacquirethatnextpiecebypoolingresources anduse.Equipmentcanbesharedthroughseveralmechanisms:jointownership,rentalarrangementsand equipmenttrades.ACOGcanalsoownequipmentforusebyme
	WhatKindofEquipment Inprinciple,anyequipmentneededformunicipaloperationsfromanimalcontrolto zoningcanbeshared.Twoverysmallmunicipalitiescouldshareonetruck,althoughifthisistheironlysnowplow thismaynotbeagoodidea;roadmaintenanceworkiseasiertoschedulethansnowplowing.Thisexample illustratesoneofthekeystomunicipalequipmentsharing;theequipmentmustbescheduledandnotbeneededin twoplacesatonce. 
	Someofequipmentsuitableforsharingamongmunicipalitiesincludes: 
	AnimalTransportCage 
	AnimalTransportCage 
	AnimalTransportCage 
	Roller 

	Backhoe/loader 
	Backhoe/loader 
	SewerCleaningMachine 

	BucketTruck 
	BucketTruck 
	SignMakingMachine 

	CrackSealerKettle 
	CrackSealerKettle 
	StreetSweeper 

	Grader 
	Grader 
	SurveyEquipment 

	LinePaintingTruck 
	LinePaintingTruck 
	TubGrinder 

	PavingMachine 
	PavingMachine 
	ZoningChangeSign 

	RemoteTVforSewerInspection 
	RemoteTVforSewerInspection 


	Largermunicipalitiesmayhaveneedforsuchequipmentonafull-timebasisandmayevenhaveseveralofeachof theitemsonthislist.Formanymunicipalities,however,oneortwoitemsonthelistareneededbutwillnotbe usedenoughtojustifytheirpurchase.Thoseitemsarethecandidatesforequipmentsharinginthatarea.Thelist willvaryfromlocationtolocationandfromlargertosmallermunicipalities. 
	JointOwnership.Ownershipofequipmentbyseveralmunicipalitiescanbeaneffectivewaytoobtainthisneeded equipment.AnIGCCodeagreementshouldbeestablishedtospellouttheunderstandingsamongthe municipalities.Theneedforaformalagreementmayseemtobeundulycumbersome,buttheissuestobe addressedandthepreparationoftheagreementarenotthatdifficult.Theseissuesinclude: 
	a. 
	a. 
	a. 
	Location:Whereistheequipmenttobelocated?Willonemunicipality“host”theequipmentorwillitbe movedaround?Inpart,theanswerdependsuponthekindofequipmentownedsincesomeequipmentis moreeasilymovedthanothers.Apermanent“home”atacentrallylocatedmunicipalityisbestsothatall participatingmunicipalitiesknowwheretheequipmentisatalltimes.Ifseveralpiecesofequipmentare jointlyowned,eachmunicipalitycouldprovideahomeforonepiece. 

	b. 
	b. 
	Scheduling:Whoschedulestheequipment?Ifascheduleisnotprovided,municipalitiesmayallassume theequipmentisavailableandplantouseitonthesameday.Anindividual,probablysomeoneatthe “host”municipality,shouldbedesignatedasthepersonresponsibleforschedulingtheequipment.This personshouldalsoscheduleregularpreventivemaintenanceasrequired. 

	c. 
	c. 
	OrderofUse:Theorderofuseshouldbeestablished.Isuseonafirstcome-firstservedbasisorisa schedulefortheentireyearsetoutinadvance?Isthereatimelimitoftwodaysortwoweekson continuoususeoftheequipmentbyonemunicipality,similartothetimelimitwhenborrowingalibrary book?Istheretobeamaximumtimelimitforuseoftheequipmentbyonemunicipalityoverayear's time?Eachofthesequestionsmustbeconsideredandtheanswersagreeduponaspartofthejoint ownershipagreement. 

	d. 
	d. 
	Operations:Mostequipmentrequiresasmallamountoftraining;somerequiresmoreextensivetraining andevencertification.Largevehiclesrequirespecialclassesofdriver'slicenses.Theagreementshould establishthetrainingrequiredformunicipalemployeestooperatetheequipmentandassignthe equipmentschedulertokeepanuptodatelistofqualifiedoperators. 

	e. 
	e. 
	Maintenance:Equipmentrequiresmaintenance.Mobileequipmentmaintenanceincludesroutine preventivemaintenancesuchasoilandotherfluidchanges,filterreplacement,tirerotation,inspections(if required ,fuelingandcleaning.Maintenancealsoincludesmajoritemssuchasenginereplacementor accidentrepairs.Theagreementshouldoutlinetheresponsibilitiesforbothroutineandmajor maintenancework–whokeepstherecords,whodoesthework,andwhethertheworkistobedoneina municipalshoporsentouttoarepairshop. 

	f. 
	f. 
	Insurance:Mobileequipmentmusthaveliability,comprehensiveandcollisioninsurance.Stationary equipmentshouldhaveinlandmarineinsuranceprotectionfromtheftandfire.Workers'compensation mustbeprovidedforoperators.Mostofthesecoveragescanbepurchasedforthesharedequipment; workers'compensationshouldbeprovidedforoperatorsbythemunicipalitiesorCOGemployingthe operators.Thesecoveragesshouldbeverifiedandnotsimplybeassumedtobepartofthemunicipal insurancepolicies. 

	g. 
	g. 
	CostAllocation:Mostoften,thepurchasepriceofasharedpieceofequipmentissharedequallyamong theparticipatingmunicipalities.Ifusecanbeaccuratelypredictedorisrelatedtoameasurablefeature (suchasfeetofsewerlineforaremoteTV ,thesecanbeusedtoallocatesharesofthepurchaseprice. Operatingcosts,suchasgasandoilorsupplies,arepaidforbytheusingmunicipality.Theoverhead costssuchasmaintenanceandinsurancearesharedeitheronthebasisofuse(hoursperyear orthe originalpurchasecostsharingapproachprovidedintheagreement. 

	h. 
	h. 
	DisputeResolution:Whenseveralmunicipalitiesjointlyshareequipment,disputessometimesariseover suchmattersasschedulingandmajormaintenancework.Ajointcommitteeofelectedofficialsoranother groupmustbeestablishedtomakedecisionsbymajorityvoteonsuchmatters. 


	RentalArrangements.Equipmentsharingbetweenmunicipalitiesisoftenaccomplishedthrougharental arrangement.Onemunicipalityownsequipmentandmakesitavailabletoothersonarentalbasis.Manytimes, sucharrangementsarehandledonahandshakeagreement.Ataminimum,however,thereshouldbeawritten rentalagreementbetweenthemunicipalitiessimilartotheagreementusedwhenacarisrentedfromHertzorAvis. 
	Theadvantagesoftherentalapproacharethatorganizationissimple,theequipmentowningmunicipality(owner  canrecoversomeoftheequipmentcapitalcost,andtheothermunicipalitiesgainaccesstospecializedequipment otherwiseunavailable.Theowneroftheequipmenttakescareofmanyoftheissuesnotedaboveforjoint ownership,includinglocation,scheduling,maintenance,orderofuse,costsandinsurance.Theownermayprovide operatorsortrainthosefromrentingmunicipalities.And,thosedisputesthatdoarisearesettledbetweenthetwo partieswithoutinvolvementofoth
	planningofequipmentspecificationstomeetmutualneeds,andtheownercontrolsschedulingandorderofuse.If 

	Thereareseveralfeaturesofrentalofequipmentthatdeserveattention.First,theownershouldhaveavailable writtenrentalagreements.Second,theownershouldeitherprovideoperatorsorhaveasystemtoassurethat others'operatorsarequalified.Third,theownershouldassurethatallinsurancecoveragesareprovided.Finally,the rentalfeeshouldbesettocoverafairshareofcapitalcostsaswellasalloperatingandmaintenancecosts;afee settoolowfailstorecovercosts;afeesettoohighreducesrentalsand,asaresult,alsofailstohelptheowner recovercapitalcosts. 
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	EquipmentTrading.Anothercommonarrangementforequipmentsharingisequipmenttradingormutual borrowing.Onemunicipalityownsapaver;anotherownsaroller.Oneusesbothforseveralweeks;thenthe secondusesbothforasimilarperiod.Or,onemunicipalityhasastreetsweeperandtheotherhasasignmachine andaremoteTVforsewerinspections.Thesemunicipalitiescanexchangeortradeuseofthisequipment throughouttheyear. 
	Tradingequipmentisoftenhandledinformally,butuseofawritten“rental”agreementisrecommendedsoissues suchasliability,qualificationsofoperatorsanddamagetotheequipmentarecoveredasnotedinthepreceding section.Usuallynopaymentsarerequired;costsareassumedto“evenout”overtheyear.Or,arunningtabulation ofequipmentusebyeachmunicipalitycanbekeptduringtheyearandanybalanceinfavorofonemunicipalityis paidtotheotherattheendoftheyear. 
	Equipmenttradingisausefulmechanismforsharingequipment,particularlybetweensmallermunicipalities.Itis usuallylimitedtoexistingmunicipalequipment,however.Seldomdoesamunicipalitypurchaseequipmentbased onitsabilitytotradeitwithothermunicipalitiesforotherequipment.Asaresult,thismechanismisquitelimitedin itsapplication. 
	SharingEquipmentinanEmergency.Aswithpoliceandfireservices,thereissometimesaneedforone municipalitytoassistanotherwithprovisionofequipmentorpersonnel.Floodsandlocalizedstormevents sometimescreatesuchsituations.Recoveryoperationsfollowingamajorfiremightalsotriggerthisneed.Thefirst stepisforcooperatingmunicipalitiestoprepareforsuchcircumstancesbypreparing,sharingandkeepingupto dateinventoriesofthemunicipalities’respectiveequipmentandemployeeskillsets.Localemergency managementcoordinatorsmaybeutilizedtoassistin
	Inanactualemergencymunicipalitiescanworktogetherdirectlyorthroughtheiremergencymanagementcoordinators asappropriatetothesituation.Itisbesttohaveanagreementinplaceprovidingfortheprovisionofequipment andpersonnelinsuchcircumstancesandcoveringtheissuesofqualifiedoperators,costrecovery,andinsurance. 

	SharedRecreationFacilities 
	SharedRecreationFacilities 
	Pennsylvaniamunicipalitiesfrequentlyworktogethertoprovidesharedrecreationfacilities.Smallermunicipalities mayjointogethertodevelopasmallpark.Largeronesjoineffortstobuildandoperateapoolorothermajor facility.Inthischapter,wewillillustratesomeofthepossibilitiesforsharedrecreationfacilitiesandthenfocuson oneexampleingreaterdetail. 
	PossibilitiesforSharedRecreationFacilities.Therangeofpossiblesharedrecreationfacilitiesisbroad.Tworural communitiesmaycombineeffortsusingmunicipalroadmaintenanceequipmentandvolunteerlabortoclearand levelaballfield.Thisfieldmaybecomethekeyfocusofactivityforthecommunities,hostinganannualFourthof Julypicnicandabaseballgamebetweenteamsfromthetwomunicipalities.Atverylittlecost,thetwo cooperatingmunicipalitieshaveestablishedavaluablefacilityfortheirresidents. 
	Attheotherendofthespectrum,severalurbanandsuburbanmunicipalitiesmightcombinetheirresourcesto constructanall-purposeindoorartsandrecreationcenterincludingpools,racquetballcourts,basketballcourts,a skatingrink,astagefortheperformingartsandanartgallery.Suchamajorfacilitywouldbeverycostly,buta combinationoftherevenuesfromincomeproducingactivitiesatthecenterandthecombinedfinancialresources oftheparticipatingmunicipalitiescouldmakeitfeasible. 
	Whetheryourmunicipalityisatthesmallorlargeendofthisspectrum,thereareanumberoffactorsaffectingthe decisiononrecreationfacilities.Theseincludeidentifiedneedsofthecommunity,publicandprivatefacilities alreadyinplace,sizeofthepopulationtouseandsupporttheproposedfacility,andresourcesavailable.Ineach case,whetherlargeorsmall,combiningmunicipalresourcesenablescommunitiestoconsiderfacilitiesnotwithin theirreachasseparatemunicipalities. 
	Followingisalistofpossiblesharedrecreationfacilities. 
	BaseballField 
	BaseballField 
	BaseballField 
	Park 

	BasketballCourts 
	BasketballCourts 
	Playground 

	Beach 
	Beach 
	Pool 

	Bikeway 
	Bikeway 
	RecreationCenter 

	Jogging/FitnessTrail 
	Jogging/FitnessTrail 
	SkatingRink 

	SoccerField 
	SoccerField 
	SeniorCitizensCenter 

	LightedBallFields 
	LightedBallFields 
	SoftballField 

	NatureCenter 
	NatureCenter 
	TennisCourts 

	OutdoorStage 
	OutdoorStage 
	Theater/ArtsCenter 

	PicnicPavilion 
	PicnicPavilion 


	Thefollowingsubsectionswillillustratehowanoutdoorswimmingpoolcanbedevelopedasasharedrecreation facility.Apoolisoftenbeyondthefinancialreachofsmallermunicipalities,butismuchneededasasummertime activityforouryoungpeople,asacenterforcommunityactivities,andasanexercisecenterforadultsofallages. Acooperativeapproachcanmakeapoolpossiblewhereitwouldotherwisebeanunobtainabledream. 
	OrganizingaRegionalSwimmingPool.Themostcommonintergovernmentalorganizationforbuildingand operatingaregionalswimmingpoolisajointrecreationauthority.Otheralternativesincludeajointrecreationboard, aprogramofaCouncilofGovernments,oracontractprogramwithonemunicipalityowningandoperatingthe pool.AnyoftheseapproachescanbeusedwithappropriateIGCCodeagreements.Anauthorityisusuallythebest becauseofthemanyresponsibilitiesofrunningapool,includingcapitalconstructionandfinancing,landownership, hiringandsupervisingemployees
	Ajointrecreationauthoritymusthaveanoddnumberofmembers(5,7,or9 appointedbytheparticipating municipalities.Ifthereare5,7,or9participatingmunicipalities,theobviouswaytoorganizeistohaveonemember oftheauthorityappointedbyeachmunicipality.Ifthereisanevennumberofparticipatingmunicipalities,the schoolboardmightbeaskedtoappointamember,particularlyiftheschooldistrictistoparticipateintheprogram insomeway.Ifthereareonlytwoorthreeparticipatingmunicipalities,tworepresentativesfromeachcanbe appointedwiththeremainingappoin
	Theauthority,onceestablished,organizesitself,includingelectionofofficers;appointsasolicitor;purchasesland; hiresqualifiedprofessionalstodesign,bidandsupervisethepoolconstructionproject;financestheprojectwith loans,grantsand/ormunicipalfundsasagreeduponbytheparticipatingmunicipalities;hiresemployeesto operatethepool;purchasesinsurance;andestablishesfeesandpoliciesforpooluse.Iftheauthorityistoreceive municipalfundsfortheconstructionoroperationofthepool,thecostsharingapproachshouldbesetinadvance bytheparticipa
	Locationofthepoolcanalsobeacontroversialissue.Ifpossible,thisdecisionshouldbemadebythemunicipal officialspriortoestablishingtheauthority;ifnot,establishingaclearsiteidentificationandapprovalprocesscanbe aneffectivewaytoavoidlaterargumentsaboutthepool'slocation. 
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	Acommonlocationforapoolisonexistingschoolormunicipalparkpropertyinacentrallocation.Acentral location,withgoodaccessforpedestriansandsufficientparkingforautomobiles,isakeytosuccessforapool. Whenpublictransitisavailableinthemunicipalitiescooperatingtobuildapool,proximitytoabusrouteisalsoa goodidea.Ifschoollandisused,thevalueofthelandmightbetheschoolboard'scontributiontothefacility. 
	FundingaPool.Apoolrequiresbothacapitalinvestmentandcontinuingoperatingandmaintenancefunds. Ideally,apoolwouldbeself-supporting;thefeespeoplepaytousethepoolcoverthecostsofoperation,including debtservice.Suchexpectationsareusuallyunrealistic,however.Moretypicalisthesituationwheremunicipal officialsrealizethepoolmustbefundedbyacombinationofuserrevenuesandpublicfunds.Theuseofmunicipal fundsisjustifiedbecausethepoolwillbeanassettothecommunitiesandbecausethepointofpublicrecreationis tomakerecreationfacilitiesaffo
	Capitalexpensesforapoolaretypicallycoveredinanumberofways.Theseincludestateandfederalgrants, municipalcontributions,loans,funddrives,and/orrevenuesfromuseofthepool.Whileanauthoritycanborrow funds(bondorloan baseduponitsanticipatedrevenues,municipalguaranteesofthisborrowingareusually municipalcontributionsarerequired,theycanbeallocatedeitheronthebasisofpopulation(thepeopleforwhom thefacilityisavailable oruse(thepeoplewhoactuallyusethefacility .Acombinationofthesetwocostsharing optionsisalsoappropriate.Localo
	requiredbecause,unlikeawaterorsewerauthority,therevenuesofarecreationfacilityarenotassured.If 

	Operatingcostsforapool(lifeguards,insurance,water,chemicals,cleaning areusuallyfundedbyuserfeesand municipalcontributions.Maintenancecostsforapoolarealsosignificant,particularlysinceitisessentialtoregularly investinthefacility(themachinery,thepoolitselfandanyancillarystructures toassurethatitlastsforseveral decades.Grants,loansandfunddrivesmighthavebeenusedforcapitalcostsbutaregenerallynotavailableto covercontinuingoperatingandmaintenancecosts. 
	Userfeesshouldbelimitedbytwoconsiderations.First,ifthefeesaretoohigh,noonewillusethepool.Thegoal istomaximizetotalrevenue,notindividuals'coststousethepool.Fivehundredpoolusersinadayat$2.00each bringsinmorerevenuethan100usersat$8.00each.Second,thepricesshouldnotbeunaffordabletoanyincome levelinthecommunities;thisisapublicrecreationfacility. 
	Userfeesshouldbeestablishedbytheauthorityforeachseasonandmightincludesomeorallofthefollowing. 
	DailyAdmissionFees 
	DailyAdmissionFees 
	DailyAdmissionFees 
	Children’sandSeniorCitizen’sFees 

	5or10AdmissionTickets 
	5or10AdmissionTickets 
	SwimLessonFees 

	WeeklyFees 
	WeeklyFees 
	FamilyandIndividualRates 

	MonthlyFees 
	MonthlyFees 
	NonresidentSurcharges 

	SeasonalFees 
	SeasonalFees 
	SpecialAttractionFees 


	Oncetheuserfeerevenuesandoperatingcostshavebeenprojectedforthenextseason,theanticipatedmunicipal contributions,ifany,canbeidentifiedandbudgeted.Theparticipatingmunicipalities'sharesofthesecostscan thenbedistributedonthebasisofuseorpopulationasnotedaboveforcapitalcosts. 
	SpecialAttractions.Manypublicrecreationfacilitiesareratherhumdrum;theylackpizzazz.Aneffectivepublic recreationfacilityhasspecialfeatureswhichenhanceandpromoteitsuse.Municipalitiesoftendefersuchfeatures becauseoftheadditionalcost,butindoingsoweshootourselvesinthefoot.Particularlywithrevenueproducing facilitiessuchaspools,tenniscourts,skatingrinksandgolfcourses,municipalitiesoftenoverlookthe entrepreneurialapproachnecessarytopromotetheuseofthefacility.Asnotedearlier,userrevenueismaximized notbyraisingfees(lik
	Inthecaseofaswimmingpool,thereareanumberofspecialattractions,facilitiesandprogramswhichwill increasepooluseanduserrevenues.Someoftheseinclude: 
	HeatedWater(for a longer season) FoodServices CoveredTableArea WaterSlides EveningSocialEvents (with attractive lights, music, and a caterer) 
	SeparateDivingAreas 
	SeparateDivingAreas 
	SeparateDivingAreas 
	WaveGenerator 

	SuitRentals 
	SuitRentals 
	LockerRentals(for season) 

	SwimmingLessons 
	SwimmingLessons 
	TowelService 

	SwimTeams 
	SwimTeams 


	Someofthesecanbeincludedinthebasicorseasonaluserfees;others,suchasawaterslideoreveningevents, cangenerateextrafees.Ineithercase,thegoalistomaximizetotaluserrevenueandtherebyreducetheamount oftaxsupportrequired. 
	Theideasandconceptsspelledoutintheforegoingsectionapplytoalltypesofjointrecreationfacilities.Ifyouare interestedindevelopingsuchafacility,youshouldusetheoutlineofthissection'sheadings(organizing,funding, andspecialattractions asaframeworktodevelopaplanforyoursharedrecreationfacility. 

	Circuit-RidingManager 
	Circuit-RidingManager 
	IntheoldWest,acircuit-ridingjudgeliterallydidjustthat.Thejudgerodeacircuitfromtowntotownovera periodofmanyweeksormonths,conductingtrialsanddispensingjusticeineachtownashepassedthrough.The modernversionofacircuitriderisamunicipalmanager,askilledprofessionalwhoservesseveralsmall municipalitiesatthesametime.Thesearemunicipalitieswhichmaybetoosmalltohireaprofessionalmanager solelyfortheirownoperationsbutneedtheskillsandexpertiseamanagercanoffer.Byjoiningtogether,several suchmunicipalitiescanputtogetheracircuit-
	Thereareanumberofotherstaffpositionscommonlyemployedbymunicipalitiesthatcanbeestablishedasa circuitrider.Theseincludeaplanner,arecreationprogramcoordinator,aninformationtechnologyspecialist,a sewageenforcementofficer,azoningofficerandanyotherpositionthatmaybeneededonaregularbasisbutis notfulltimeforasinglemunicipalityoristooexpensiveforasinglemunicipality.Municipalitiesinterestedindeveloping acircuitridingpositioncanfollowtheoutlineofthesection'sheadings(whatacircuitriderdoes,establishingthe position,select
	WhataCircuit-RidingManagerDoes.Thejobofthecircuit-ridingmanagerisessentiallythesameasthatof anymunicipalmanager,exceptheorshedoesthejobformorethanonegoverningbody.Typicaldutiesinclude thefollowing: 
	a. 
	a. 
	a. 
	Managetheday-to-dayactivitiesofthemunicipalities. 

	b. 
	b. 
	Prepareagendasformeetingsofthemunicipalgoverningbodies. 

	c. 
	c. 
	Attendallmeetingsofthegoverningbodiestoreportonmunicipaloperationsandadvisethe board/councilonpolicyissues. 

	d. 
	d. 
	Prepare,presentandadministermunicipalbudgets. 

	e. 
	e. 
	Appoint,superviseanddirectmunicipalemployees.(Appointmentofdepartmentheadsmayrequire governingbodyapproval,asdesired . 

	f. 
	f. 
	Representthemunicipalitiesatpublicmeetingsandforums,communicatewiththemediaandserveasa keycontactpointforthecitizens. 
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	EstablishingthePosition.Thethirdclasscity,boroughandtownshipcodesprovideforestablishingthepositionof municipalmanagerbyordinance.IGCCoderequiresjointmunicipalprogramsformedunderthatcodetobe establishedbyordinance;therefore,itisessentialthatthepositionofcircuit-ridingmanagerbeestablishedby particular,theordinancestipulatesappointmentofthecircuit-ridingmanagerisbyvoteofeachoftheparticipating municipalities'governingbodies;thecostswillbesharedaccordingtoaspecifiedbasis(usuallyequalsharesora proportionbasedonti
	ordinance.TheordinanceshouldincludeboththeprovisionsrequiredbythemunicipalcodesandIGCC.In 

	Inadditiontotheordinance,aspecificjobdescriptionshouldbeprepared.Thistaskisparticularlyimportantfora circuit-ridingmanagersincethispersonwillbeworkingforseveraldifferentgroupsofpeople,theparticipating municipalities'governingbodies.Theabsenceofaclearjobdescriptionmayleadtoconflictingdirectionsand demandsonthecircuitrider'stime,asituationwhichisdifficultatbestandisoftenimpossible. 
	Beyondthejobdescription,certainbasicunderstandingsmustbereachedamongtheparticipatingmunicipalities. Sincethemanagershouldbeateachmeetingofthegoverningbodiesoftheparticipatingmunicipalities,itshould beobvious(butissometimesoverlooked thatthemunicipalitiesshouldscheduletheirmeetingsondifferentdates ortimes.AparticularproblemariseseachJanuarywhenmunicipalitiesarerequiredbytheircodeorcharterto meetonthefirstMondayofJanuaryorfirstweekdayaftertheholiday.Ascheduleofmeetingsatstaggeredtimes onthatdatemightbethesolu
	Thescheduleofthemanagerduringworkinghoursalsoneedstobeestablished.Abalancebetweenpredictable andflexibletimesneedstobeachieved.Ifthemanager'stimeiscompletelyscheduled,everyoneknowswherethe managerissupposedtobeatanygiventime,butthemanagerhasnoflexibilitytorespondtochangingpriorities orvariationsinworkload.Suchaschedule“locks-in”themanagerandifitisnotpreciselykept,thecitizenorofficial expectingtofindthemanagerinthatmunicipality'sofficeatthescheduledtimeislikelytodevelopaverynegative attitudeaboutthemanager's
	Attheotherextreme,acircuit-ridingmanagerwithnoscheduledtimesinanymunicipalityislikelytobeperceived asunreliableor“nevertherewhenneeded.”Thisisasbadasoverschedulingthemanager. 
	Thebalanceisacompromise,perhaps50to60percentofthetimescheduledtobeinspecifiedmunicipaloffices andtheremaindertobedeterminedbythemanager.Forexample,acircuit-ridingmanagerdividingtimeamong threemunicipalitiesmightscheduleonemorningandoneafternoon(onadifferentday ineachmunicipalityeach week,withthebalanceoftimescheduledonanas-neededbasiseachweek.Caremustbetakentoassurethetotal timeeachquarterisdistributedevenlyamongthethreemunicipalities. 
	SelectingaManager.Theappointmentofamunicipalmanagerisalwaystheresponsibilityofthemunicipal governingbody.Appointmentofacircuit-ridingmanager,therefore,requirestheconsensusofthegoverning bodiesoftheparticipatingmunicipalities.Itisimportanttoestablishaselectionprocesswhichwillleadtothe appointmentofthebestcandidatebyeachparticipatingmunicipality. 
	Usually,ascreeningcommitteeisestablishedconsistingofonerepresentativefromeachmunicipalcouncil/board. Ifonlytwomunicipalitiesareparticipating,twoormorerepresentativesfromeachmaybeassignedtoserveonthe screeningcommittee.Thiscommitteeisresponsibleforadvertisingtheposition,screeningapplicationsand conductinginterviews. 
	Thescreeningcommitteemaybechargedtocompleteitstaskinoneoftwoways.Itmaybeaskedtocomplete interviews,conductbackgroundandreferencechecks,andpresentafinalcandidateforappointmentbythe participatingmunicipalities.Or,itmaybeaskedtopresenttwoorthreefinalistsforasecondroundofinterviewswith themunicipalgoverningbodies.Inthelattercase,themunicipalitiesmustestablish,inadvance,howthefinal selectionistobeagreeduponsinceitisnotdesirablefortheparticipatingmunicipalitiestoselectandannouncethe appointmentofdifferentcandidat
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	Compensation.Determiningthecompensationofacircuit-ridingmanagerentailsmuchmorethanestablishinga salaryfortheposition.Severalsurveysofmanagers'salariesarepublishedonaregularbasisandcanserveasa guideforthesalaryforyourcircuit-ridingmanagerposition.Amoredifficultissue,however,iswhetherthecircuitridingmanageristobeapart-timeemployeeofeachparticipatingmunicipality,anindependentcontractor,afulltimeemployeeofonemunicipalitywithashareofthecostsreimbursedbytheothers,orafull-timeemployeeofa regionalgroupsuchasaCOG. 
	-
	-

	Thefirstapproach,part-timeemployeestatuswitheachparticipatingmunicipality,isapoorapproach.Itrequires eachmunicipalitytoissueseparatepaychecks,keeppayrollrecords,reportearningsandsubmitwithholdingsto theIRS,withholdandsubmitsocialsecuritypaymentsandprovidepartofapensionandhealthinsuranceplan.The managerendsupgettingseveralchecksondifferentdaysofthemonthinsteadofaregularpayrollcheck.And,the managermaybeineligibleforfull-timebenefitsbecauseofhisorherpart-timestatuswithamunicipality. 
	Aseeminglyeasy,butlessthanideal,responsetothedifficultiesofmultiplepart-timestatusistohirethemanager asanindependentcontractorinthewaymunicipalengineersandsolicitorsareusuallyappointed.Thisapproachis notrecommendedbecausethebasicrelationshipbetweenamunicipalgoverningbodyandthemanagerisan employer/employeerelationship,notamunicipality/consultantrelationship.Themanagermustworkforthe municipality,notforhimselforherself. 
	Eitheroftheotherapproachescanwork.Theassignmentofthecircuit-ridingmanagertoonemunicipalityfor payrollpurposesisthemostusual,sincethereisoftennoexistingregionalbody.Inthiscase,theordinanceand agreementmustmakeitclearthatthisassignmentissolelyforadministrativepurposes,andthatthemanager worksforalltheparticipatingmunicipalities.IfaregionalbodysuchasaCOGexistsorisestablished,thisisthe bestwaytohandletheemploymentofacircuit-ridingmanagerbecausethemunicipality/employeerelationshipis builtintotheCOGorganizationand
	Thecompensationpackageofthecircuit-ridingmanagershouldincludesickleave,vacationleaveandholidays. Partoftheplanningforthispositionmustincludehowthesedayswillbechargedagainsttheparticipating municipalities'timeallocations.Ingeneral,ifthethreemunicipalitiessplitthecostofacircuit-ridingmanagerin equalshares,thenleavetimeshouldbedistributedinthesameway.Aspecificcircumstancearisesifacircuit-riding managerisregularlyscheduledtobeinamunicipality'sofficeonThursdaymornings,forexample,andisillona particularThursdayori
	Becauseworkingforseveralmunicipalitiessimultaneouslyisadifficultanduncertaintask,themunicipalitiesshould enterintoanemploymentagreementwiththecircuit-ridingmanager.Thiswrittenagreementspellsoutthesalary andbenefitsofthepositionandminimizestheinherentambiguityintheposition.Anagreementwillbean attractivefeatureforsuccessfulrecruitingofprofessionalswithtrainingandexperienceasmunicipalmanagers. 

	CodeAdministrationandEnforcement 
	CodeAdministrationandEnforcement 
	TheelectedofficialsineachmunicipalityinthecommonwealthhavetheresponsibilitytochoosehowtheUniform ConstructionCode(UCC willbeadministeredandenforcedintheircommunity.ThePennsylvaniaConstruction CodeAct(PCCAct (35 Pa C.S. §§7210.101 et seq.), enactedin1999,establishedtheUCCasthestatewidebuilding codeandprovidestheseveraloptionsformunicipalitiestoadministerandenforcetheCode. 
	ThePCCActgivesmunicipalofficialsachoicewhether“optin”tocontrolbuildingcodeenforcementlocallyorto “optout”andleaveallresponsibilityforbuildingcodeenforcementuptothirdpartyinspectionsandthe PennsylvaniaDepartmentofLaborandIndustry(DLI .AccordingtoDLIreports,morethan90percentof Pennsylvania’smorethan2,500municipalitieshavedecidedtooptin.Municipalitiesthatoptinhavefivechoices underthelawforadministrationandenforcementoftheUCC: 
	a. 
	a. 
	a. 
	Designateamunicipalemployee 

	b. 
	b. 
	Detainathirdpartyindividualoragency 

	c. 
	c. 
	Joinwithoneormoreothermunicipalitiestoestablisharegionalcodeprogram 
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	d. 
	d. 
	d. 
	Contractwithanothermunicipality 

	e. 
	e. 
	Enforcethecodeforoneandtwofamilydwellingunitsonly,withthebalanceofcodeenforcementtoDLI. 


	Twosectionsbelowwilldescribetheoptions(numbers3and4above formunicipalitiestoworktogetherto administerandenforcetheUCC.Ifthemunicipalofficialshavedecidedtoenforceonlytheoneandtwofamily dwellingcode(option5above ,eitherofthetwointergovernmentaloptions(3or4 canbeusedastheapproach tothiswork. 
	ThereareadditionalwaysformunicipalitiestoworktogetherinadditiontoUCCadministrationandenforcement. Municipalitiesmayworktogethertoadopt,administerandenforceapropertymaintenancecodeforexisting structures.And,municipalitiesmayjointogethertoestablishajointappealsboard.Theseopportunitieswillalsobe reviewedinadditionalsectionsbelow. 
	Lawenforcementisoneofthefundamentalpowersofgovernment.Itispartofourresponsibilitytoassurethe health,safetyandwelfareoftheresidentsofourtownship,cityorborough.Whenthelegislatureestablishedthe UCC,thechoiceforlocalgovernmentofficialswasdramaticallyaltered.PriortotheUCCmunicipalofficialscould decidewhetherbuildingcodesweretobeappliedandenforcedintheircommunity.AfterenactmentoftheUCC, theelectedofficials’optionswerestrictlyabouthowtoadministerthelaw;theUCCwasthelawinthemunicipality. Manymunicipalitieselectedtoo

	RegionalCodeAdministrationandEnforcement 
	RegionalCodeAdministrationandEnforcement 
	Aregionalcodeadministrationandenforcementprogramcanbeaslimitedasasinglefulltimeinspectorservinga fewneighboringmunicipalities.Oritcanbeasubstantialdepartmentwithafulltimedirector,buildinginspectors, specializedplumbingandelectricalinspectors,planreviewersandsupportstafftokeeptheofficerunningfulltime. Thekeyisthatbyworkingtogether,smallmunicipalitiescanreachthelevelforafulltimeofficeiftheyweretoo smallforseparateoffices.Largermunicipalitiesoroneswithmoreactivedevelopmentcanprovideanofficestaffed fulltime,pro
	EstablishingaRegionalUCCprogram.Aregionalcodeadministrationandenforcementprogramshouldhavean organizationconsistingofelectedmunicipalofficialstoprovideoversightanddirectiontothedepartment.This organizationcanbeacouncilofgovernments(COG oranotherformsuchasaboard,commissionorcommittee. Inanycase,itisessentialthattheorganizationbeestablishedthroughanintergovernmentalcooperation agreementadoptedbyordinanceineachparticipatingmunicipality.Followingtheproceduresestablishedinthe IGCCodeisparticularlyimportantbecaus
	InadditiontotherequirementsintheIGCCode,theintergovernmentalagreementshouldaddressthefollowing: 
	a. 
	a. 
	a. 
	Theformandnameoftheorganization. 

	b. 
	b. 
	Theofficelocationorselectionprocess. 

	c. 
	c. 
	Thebudgetreviewandapprovalprocessandschedule. 

	d. 
	d. 
	Theamountofstart-upcoststobefundedbythemunicipalities,andhowthosecostswillbeshared. 

	e. 
	e. 
	Theformulaformunicipalsharingofongoingcostsfortheprogramnotcoveredbypermitfees(ifany . 


	Theagreementoradoptingordinanceshouldalsoreferencesection7210.501(b (3 ofthePCCActwhich authorizesmunicipalitiestoestablishregionalUCCprograms.Morediscussionofaregionalappealsboardis providedinalatersubsection. 
	FormofUCCprogramoversight.Thereneedstobeaclearlyidentifiedbodyresponsiblefortheoversightand directionofaregionalUCCprogram.IfthereisanexistingCOGthatcanincorporatetheUCCprogram,thisstep mayalreadybeinplace.Otherwise,themunicipalgoverningbodieshavetodeterminehowtoorganizetheeffort andnametheoversightgroup.ThemembershipoftheoversightCOG,board,committeeorcommissionshould consistofelectedofficialsrepresentingeachmunicipality.Dependinguponthenumberofparticipating municipalitiesandthegeographicscopeoftheprogram,t
	WhileitisnotrequiredbythePCCAct,establishmentofaregionalcodeappealsboardisrecommendedfora regionalUCCprogram.Otherwise,oneregionalofficemustdealwithmultipleindividualappealsboardswith potentiallydifferentprocessesandcontradictoryoutcomes. 
	Locatingtheoffice.ThelocationoftheofficeofaregionalUCCsometimesbecomesanissue.Iftheofficeis locatedinanexistingmunicipalbuilding,itmayappearthatthehostmunicipalityisrunningtheprogramrather thanitbeingatrulyjointprogram.Thehomeownersandcontractorswholiveandworkinsuburbanorruralareas mightnotliketogointothedowntownareaofaboroughorcitytogetapermitormeetwithaninspector.The homeownersandcontractorswholiveandworkinthecoremaynotwanttogooutintothecountrysidetogeta permitwhentheyarelivingorworkingwithinwalkingdistan
	Assignmentofexistingemployees.Iftheregionalprogramwillincorporateamunicipalityormunicipalitieswith existinginspectorsand/orsupportstaff,decisionswillneedtobemadeaboutwhethertheseemployeescan simplytransfertotheregionalprogram;willbegivenpriorityconsiderationbutmustgothroughanapplicationand screeningprocess;ormustapplylikeanyotherpotentialemployeeoftheregionalprogram.Iftheemployeesare representedbyacollectivebargainingagreement,consultationwiththemunicipality’slaborcounselis recommendedbeforedecisionsabouttr
	Financialconsiderations.OneofthemostdifficulttasksinestablishingaUCCprogram,whetheritisforan individualmunicipalityoragroupofmunicipalitiesisdealingwiththevariabilityoftheconstructionmarket.One monthoroneyearmayseevibrantbuildingactivity,highpermitrevenues,andoverworkedinspectors.Thenext monthoryearmayexperienceadownturninbuildingactivitywherepermitrevenuesarelowandtheinspectors haveonlylimitedwork.ThisvariabilityintheindustryleadstothemostimportantadvantageofaregionalUCC program:spreadingouttheareaandpopul
	AsmunicipalitiesformaregionalUCCprogramtheyneedtoconsiderbothstart-upcostsandongoingcosts.While someregionalcodeadministrationprogramshavenotrequiredmunicipalfundingindecades,relyingtotallyon permitrevenues,itisstillessentialtoconsidertheveryrealpossibilitythatpermitsmaynotcoverallcosts. 
	ParticularlyatthebeginningofanewregionalUCCprogramtheremayneedtobemunicipalfundingforvehicle andequipmentacquisition(desks,computers,filecabinets ,officeexpenses,andstaffsalariesuntilapermit revenueflowhasbeenestablished.Oncetheprogramisoperating,theremayremainaneedfortheparticipating municipalitiestoprovidefundsonaregularbasistocoverthoseperiodswhenconstructionactivityandpermit revenuelags.Thatiswhyitiscriticallyimportantthatmunicipalofficialsmakerealisticestimatesofbuildingactivity andpermitrevenuesforthe
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	ContractCodeAdministrationandEnforcement 
	ContractCodeAdministrationandEnforcement 
	IntheprecedingsectionweexploredaregionalUCCadministrationandenforcementprogram.Inthissection informationonacontractapproachwillbediscussed. 
	DifferencebetweenRegionalandContractUCCPrograms.Theessentialdifferencebetweenaregionalanda contractUCCprogramisintheorganizationofthebodyresponsibleforthedirectionandcontrolofthe department.AregionalUCCprogramisoverseenbyajointboard,committee,commissionorCOGwithelected officialsrepresentingeachparticipatingmunicipality.AcontractUCCprogramremainsunderthecontroland directionofthemunicipalgoverningbodyprovidingtheservice.Anydegreeofsharedcontrolofbudgetapproval, appointmentofthestaff,orothermajorpolicymatteris
	ThebasicadvantageofacontractUCCprogramcomparedtoaregionaloneisthatitcanbeestablished somewhatmoreeasilythanaregionaldepartment.Expansionofanexistingdepartment,withanexistinginspector orinspectors,supportstaff,establishedfilesandpermitforms,vehiclesandcellphones,accounting,payroll, policiesandproceduresallinplaceislesscomplexthanstartingfromscratchtocreateawholenewdepartment. 
	ThemaindisadvantageofacontractUCCprogramcomparedtoaregionaloneisthatitstillisdirectlyunderthe supervisionanddirectionofonlyoneofthemunicipalities.Theotherscanchoosewhethertopurchasetheservice butdonotdirectorcontroltheprogram.Thisisanimportantconsiderationforsomemunicipalitieswheretheir constituents,thehomeownersandcontractorswhowillbeacquiringpermitsandreceivinginspectionspreferthat theirownelectedofficialshaveasayinthedirectionandcontrolofthislawenforcementagency. 
	AswhendevelopingaregionalUCCprogramitiscriticaltomakerealisticestimatesofconstructionactivityand permitrevenueforacontractUCCprogram.IfthemunicipalityprovidingtheICCcontractserviceshiresextrastaff basedonestimatesofpermitrevenueandconstructionactivityinthepurchasingmunicipality,andactualrevenues andworkarewayshortofthemark,theproviderisstuckwithunfundedstaffandequipmentcosts.Ontheother side,ifthereismuchmoreworkinthepurchasingmunicipalitythanestimated,thentheprovidermaybeshort staffedforinspectionsinitsownj
	Itisalsoimportantforthehostmunicipalitytoassessallofthecosts,directandindirect,forprovidingcontract UCCprogramservices.Directcostsarethesalaryandbenefitsforaninspector,andperhapsavehicleandacell phone.Aprovidingmunicipalitymaylookattheprojectedpermitrevenuefromtheexpansionoftheprogramto anothermunicipalityandconcludethatthesecostswillbecovered.But,theyoftenoverlooksomeorallofthe indirectandoverheadcoststhatshouldbeincludedintheanalysis:Someoftheindirectcostsincludecomputers (hardware,software,maintenanceand

	PropertyMaintenanceCodeAdministrationandEnforcement 
	PropertyMaintenanceCodeAdministrationandEnforcement 
	WhiletheUCCisastate-widerequirement,municipalitiesmaystilldecidewhetherornottoadoptaproperty maintenance(PM code.AdoptionofaPMcodegivesmunicipalofficialsanimportanttoolforcombattingblightin theircommunities.APMcodeappliestoexistingstructuresandresidenceswhereastheUCCappliestonew constructionandadditionsandalterations.LocalofficialscandeterminewhethertohaveaPMcodeapplytoall structuresortoonlyrentalproperties.APMcodemay,ormaynot,alsoincludeenforcementofcodeprovisionsin commercialproperties,schools,hospitals,i
	®

	Anintergovernmentalapproachtopreparation,adoptionandenforcementofaPMcodeprovidesseveral advantages.First,agroupofmunicipalitiesworkingtogethercandeveloponelocalPMcode,savingcostsinthe effortcomparedtopreparingseparatePMcodes,andtheadoptionofthecodecreatesacommonstandardinthe region.Thiscanbeparticularlyimportantinregulationofrentalhousing,wheredevelopersofrentalhousingmay migratetothemunicipalitywithlowerornostandards,resultinginaproliferationofsubstandardhousing. 
	APMcodeprogramalsotendstohaveamuchmoreregularpermitrevenuestream,withrelativelylittlevariation fromyeartoyear.AddingaPMcodeenforcementelementtoaregionalorcontractUCCprogramcanhelplevel outthevariationsinherentinpermitrevenuefromnewconstruction. 

	JointAppealsBoard 
	JointAppealsBoard 
	AcodeappealsboardisrequiredbytheUCCtobeappointedbymunicipalitiestohearappealsfromthedecision ofthecodeofficial.Theboardmustapplythelaw,theUCC.Anappealsboardisnotpermittedtograntexceptions inthewaythatazoninghearingboardcanprovidevariancesandspecialexceptions.Itisstrictlylimitedto determiningwhetherthecodeofficialproperlyappliedtheUCCtothespecificcircumstanceormaterialunder appeal.MunicipalitiesinvolvedinaregionalorcontractUCCprogramcanstillmaintainlocalappealsboards. Howeveritisbetterifthereisasingleappeals
	Itispossibletohavearegionalappealsboardevenformunicipalitiesthathavenotchosentoestablisharegional orcontractUCCprogram.Acourtdecision(Middletown Township v. Co. of Delaware UCC Board of Appeal) initiallydeterminedthatthePCCActdidnotenablesuchregionalboards,butthroughAct179of2012thelegislature establishedthepowerofmunicipalitiestoappointaregionalboard.Sincethenumberofappealsinasingle municipalitymaybeveryfewanditissometimeshardtofindqualifiedvolunteerstoserveonanappealsboard,it isdefinitelyanadvantagetoappro

	CooperativePlanningandLandUseRegulation 
	CooperativePlanningandLandUseRegulation 
	Intergovernmentalcooperationtoorganizeandcoordinatemunicipalplanningeffortsshouldbeahighpriorityfor allPennsylvanialocalgovernments.AsnotedinChapterI,ourinterdependenceisabasiccharacteristicof municipalbusiness.Whattheneighboringmunicipalitydoesordoesnotdoaffectsourmunicipality.And,whatwe dooftenhasunrecognizedimpactsonourneighborsevenwhileweconfidentlybelieveweareengagedingood planning.Downstreamimpactsofstormwatersystemimprovementsareoftenignored;roadnetworksareless thanoptimal;lowdensitydevelopmentsinkey
	Thereisawidespectrumofopportunitiesformunicipalitiestoworktogetheronplanningandlanduseregulation. Thissectionwilldescribesomeofthosepossibilities,rangingfromlesstomoreformal.Ineachcaseofcooperation, regardlessofthelevelofformality,theobjectiveistoachieveabettercoordinatedresultforthecitizensofeach municipalityparticipatingintheeffort. 
	ThePennsylvaniaMunicipalitiesPlanningCode(Actof1968,P.L.805,No.247asreenactedandamended is commonlyreferredtoastheMPC.AcopyoftheMPCisavailablefromDCED,eitherinaprintedhandbookoron theDepartment’swebsite.Thislegislationenablesmunicipalitiestoestablishplanningcommissions,prepare comprehensiveplans,establishanofficialmap,enactsubdivisionandlanddevelopmentordinances,chargeimpact feesfortransportationcapitalimprovements,andadoptzoningregulations.TheMPC(section212 crossreferencestheIGCCode,authorizingmunicipaliti
	-
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	InformalCooperationonPlanningIssues.Therearenumerousopportunitiesformunicipalitiestoworktogetheron aninformalbasisinplanning.Theseareeasytodo,requirenocommitmentandlittleornocost.Neverthelessthey arebothgoodforthecommunityandlaythegroundworkforgreater,moreformalintergovernmentalcooperation inthefuture. 
	DiscussCommonProblems.AswenotedinChapter1,municipalitiesshareproblemsandissuesacrossboundaries. Animportantfirststeptowardsintergovernmentalcooperationinplanningisforofficialsfromadjacent municipalitiestomeettogethertodiscussthesecommonareas.Thismeetingcanbeatthegoverningbodylevel orattheplanningcommissionlevelorboth.Youcanbesurethatresidentsofyourmunicipalitiestalkwitheach otheratthestore,atwork,onthestreetandintheirsocialactivities.Youshoulddothesame. 
	Whenajointmeetingofelectedofficialsorplanningcommissionsisscheduled,ithelpstohaveanagenda,evenif itisassimpleas(1 introductions,(2 generaldiscussionofcommonissuesoraspecificissue,and(3 plannedtime foradjournment.And,don’tforgettoadvertisethemeetingandholditinanaccessiblelocation.Theoutcomes fromsuchaneffortcanrangefromjustgettingtoknoweachothertoidentifyingfurtherstepsandmeetingsthat mightleadtogreatercooperationamongthemunicipalitiesonplanninganddevelopment. 
	ShareOrdinances.Whenamunicipalgoverningbodyisconsideringitsfirstoranewsubdivisionandland developmentorzoningordinance,oneofthefirstplacestolookforexamplesistoyourneighboringmunicipalities. Sometimesthesearegoodexamples;sometimesnot.Afrankdiscussioncansortoutthedifferences.The advantagesofusingneighboringmunicipalities’ordinancesasmodelsisthattheyareoftenmoreintunewithlocal culturalandpoliticalnormsthanmodelordinancesfromafar.Iftheordinancesareonthemunicipality’swebsiteitis easytoborrowthem.Andapapercopycanb
	Anadditionalintergovernmentalopportunityarisesaslawschangeandnewlandusesarise.Forexample,inrecent yearsinPennsylvaniatherehasbeenaboominnaturalgasdrilling.Bysharinginformationandmodelordinances municipalitiescanhavethemostuptodateapproachtomanagingsuchactivitieswhilestayingwithinthe constraintsofstatelawandcourtdecisions. 
	CoordinatePlansNearCommonBoundaries.InseveralsectionstheMPCrecognizesthatplanningissuescan transcendmunicipalboundaries.Whenamunicipalityisadoptingoramendingitscomprehensiveplan,itis requiredtogivecopiestocontiguousmunicipalities45daysinadvanceofthepublichearingontheadoptionor amendment,andtoconsiderthecommentsofthosemunicipalities(seeMPC,section302(a . Whenamunicipality isadoptingorupdatinganofficialmap,section408oftheMPCrequiresnoticetoothermunicipalitiesifthemap “showsanystreetorpubliclandsintendedtolead
	However,municipalitiescandomuchbetterthantheminimumstepsrequiredbytheMPC.Municipalofficialscan worktogetherbysharinginformationonacomprehensiveplanoranofficialmapmuchearlierintheprocess,so thatthecommentsarrivingfromthecontiguousmunicipalityarereceivedearlyintheprocess,whentheycanbe morereadilyacceptedandincorporated,ifappropriate,intothefinalplanormap.Commentsreceivedonlyatthe endoftheprocessasrequiredbytheMPCarelikelytobereceivedasunwelcomeandtoolate,justcreatingissues atthelastminute.Thisjustsourstheclim

	JointComprehensivePlan 
	JointComprehensivePlan 
	TheMPC(Section1102 authorizesmunicipalitiestoadoptamultimunicipalcomprehensiveplan.Asrequiredfor individualmunicipalcomprehensiveplans,themultimunicipalcomprehensiveplan 
	“shallincludealltheelementsrequiredorauthorizedinsection301fortheregionofthe plan,includingaplantomeetthehousingneedsofpresentresidentsandthoseindividuals andfamiliesanticipatedtoresideintheareaoftheplan,whichmayincludeconservationof presentlysoundhousing,rehabilitationofhousingindecliningneighborhoodsandthe accommodationsofexpectednewhousingindifferentdwellingtypesandofappropriate densitiesforhouseholdsofallincomelevels.(MPC,section1103(a   
	Ingeneral,multimunicipalplansaredevelopedandadoptedbytwoormorecontiguousmunicipalities.However, theMPCalsopermitsnon-contiguousmunicipalitiestohaveajointcomprehensiveplan“ifallofthemarewithin thesameschooldistrict.”(MPC,definitionofMultimunicipalplan  
	Thelistingofrequiredelementscitedaboveforacomprehensiveplan,multimunicipalornot,highlightsthe advantagesofajointapproach.Byworkingtogether,municipalitieshaveamuchbetteropportunityacrossthe largerareaoftheircombinedmunicipalitiestomeetthehousingneedsandfindreasonablelocationsthatprotect theidentityandcharacterofthecommunity.Themunicipalitiesmaydesignategrowthareas,futuregrowthareas andruralresourceareasacrosstheregion,ratherthanprovidingforalluseswithineachmunicipality. 
	Amultimunicipalcomprehensiveplanshouldincludeanimplementationagreementthatincludesthefollowing(see MPC,section1104 : 
	a. 
	a. 
	a. 
	Theprocessmunicipalitieswillusetobringtheirsubdivisionandlanddevelopmentandzoningordinances intogeneralconsistencywiththeplan. 

	b. 
	b. 
	Aprocessforreviewandapprovalfordevelopmentsofregionalimpactorsignificance. 

	c. 
	c. 
	Theresponsibilitiesofparticipatingmunicipalitiestoimplementtheplan. 

	d. 
	d. 
	Arequirementforanannualreportonactivitiescarriedoutpursuanttotheplan. 


	Inaddition,amultimunicipalcomprehensiveplan,whenimplementedwithordinancesandcooperative agreements,enablesthefollowing: 
	a. Toprovideforthesharingoftaxrevenuesandfees.(MPCsection1105(b (1   
	b. Toadoptatransferofdevelopmentrightsprogramtoenabledevelopmentrightstobetransferredfrom ruralresourceareasinanymunicipalitywithintheplantodesignatedgrowthareasinanymunicipality withintheplan.(MPCsection1105(b (2   
	c. Toadoptajointzoningordinance.(MPCsection801-A(b   
	Amultimunicipalcomprehensiveplancanalsolaythegroundworkforbettermanagingthelocationofusessuch asnaturalgasdrillingoperations,includingwellsites,compressorstationsandotheroilandgasfacilities.Whilethis isstillanemergingareaoflawinthecommonwealth,thecourtshavegenerallyreaffirmedmunicipalities’powerto regulatethelocationofsuchfacilities.Remember,aswithalllanduses,theissueformunicipalitiesislocation,not outrightprohibition.Amunicipalitymaynotprohibitanylegallanduse;butitmayregulateitslocationthrough zoning.Witha
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	SharedStaff 
	SharedStaff 
	Planningandzoningprovideanumberofopportunitiesforsharingstaff.Twokeypositionsforpotentialsharing arezoningofficerandaprofessionalplannerorplanningstaff.Thesepositionscanbeestablishedeitherascontract orsharedprogramsasdiscussedunderIGCCodeAgreementsinChapterII. 
	ZoningOfficer.Azoningofficercanbesharedbyseveralmunicipalities.Thisenablessmallmunicipalitiesto engagetheservicesofafulltimeemployeewithskillsandexperienceinzoningordinanceadministration.Joint municipalzoning(seesubsectionbelow isnotrequiredforasharedzoningofficer.Infact,evenifthereisjoint municipalzoningthemunicipalitiesmayretainseparatezoningofficers.Becausethezoningofficerisresponsible forenforcementofmunicipalordinancesitisimportanttoestablishtheposition,whethercontractorjoint,through adoptionofanIGCCod
	SharedPlanningStaff.Smallermunicipalitiesgenerallyhavetroublefindingthefundsforafull-timeprofessional planningposition,butseveralpoolingtheirresourcescanfundaposition.Largermunicipalitieslookingforastaff thatincludesspecialtiessuchastransportationandeconomicdevelopmentcanjointogethertoprovidesucha specialiststaffonasharedbasis.Fundingchoicesforsuchapositionorofficecanbeanyofthemunicipalfunding choicesidentifiedinChapterIII. 

	JointZoningHearingBoards 
	JointZoningHearingBoards 
	Section904oftheMPCenablestwoormoremunicipalitiestocreateajointzoninghearingboard.Thissectionalso establishessomerequirementsforsuchaboard. 
	a. 
	a. 
	a. 
	Thejointboardmustbecreatedbyordinance. 

	b. 
	b. 
	Thejointboardshallconsistoftwomembersappointedfromtheresidentsofeachmunicipality. 


	c. Thetermofofficeisfiveyears,exceptforinitialappointmentsbyeachmunicipalitywhen1appointmentis forfiveyearsand1isfor3years. 
	d. Iflegalcounselisused,theattorneymaynotbeasolicitorforanyparticipatingmunicipality. 
	Insmallercommunitiestheremaynotbemuchactivityforazoninghearingboard.Consequently,itcanbehardto recruiteffectiveandinterestedmembers,andthosewhoareservingmayhavedifficultyinstayinguptodatewith laws,municipalordinancesandtheroleoftheBoard.Bycreatingajointboardtoserveseveralmunicipalitiesthese issuescanbeaddressed. 
	Ifjointmunicipalzoninghasbeenenactedbyagroupofmunicipalities,ajointzoninghearingboardis recommended(butnotrequiredbytheMPC–seesection815-A(a (1 . Withajointzoningordinance,ajoint zoninghearingboardwillprovideconsistencyandhelptheboardmembersdevelopsomeexperienceand expertisewiththeordinance.Separatehearingboardsconsideringissuesunderonejointordinancemayreach contradictoryresults,leadingtoproblemsand,perhaps,beginaprocessofdissolutionofthejointzoningeffort. 

	JointMunicipalZoning 
	JointMunicipalZoning 
	Jointmunicipalzoningisthemostformalandstrongestformofintergovernmentalcooperationinplanning.Zoning isoneofthemostsignificantpowersofmunicipalofficialsinPennsylvania.Manymunicipalitieshaveenacted zoningordinances.Somearenewtozoningregulations,perhapsreactingtoarecentpatternofgrowthornew concernsaboutlanduse.Othermunicipalities,moreoftenlargerandmoredevelopedcommunitieshavehad zoningregulationsinplacefordecades.Insomecasesthezoningregulationsareuptodate.Inothersthe regulationsareingreatneedofanupdate.Inallcas
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	Jointmunicipalzoningenablesmunicipalofficialstotacklelanduseregulationonanarea-widebasis,ratherthanin silos.Yes,jointmunicipalzoningmeansthatthisresponsibilityissharedwiththeelectedofficialsofother municipalitiesandcompromisesmaybenecessary.However,thecooperativeapproachtozoningcanmeanthat eachparticipatingmunicipalitygainsmorethanitgivesup.Itofferstheruralcommunitytheopportunityto providestrongerandmoreextensiveprotectionofruralresources,transferringdevelopmentpressurestoother areaspreparedtoacceptandmanag
	ArticleVIII-AoftheMPCauthorizesandestablishesproceduresforjointmunicipalzoning.Someofthe requirementsareasfollows: 
	a. 
	a. 
	a. 
	Theremustbeajointcomprehensiveplan. 

	b. 
	b. 
	TherequirementsforzoningordinancesinArticleVI,ZoningoftheMPCmuststillbefollowed. 

	c. 
	c. 
	Theordinancemustbepreparedbythejointmunicipalplanningcommission(seenextsubsectionon RegionalPlanningCommissions.  

	d. 
	d. 
	Ajointmunicipalzoningordinanceshallnotbecomeeffectiveuntilallparticipatingmunicipalitieshave 


	enactedtheordinance. 
	enactedtheordinance. 
	enactedtheordinance. 

	e. 
	e. 
	Aminimumcommitmentofthreeyearsisrequired. 

	f. 
	f. 
	Atleastoneyear’swrittennoticeisrequiredtowithdrawfromajointmunicipalzoningordinance. 

	g. 
	g. 
	Amendmentsmustfollowtheregularprocedureforzoningordinanceamendments,alsobereferredto theregionalplanningcommission,andmustbeenactedbyallparticipatingmunicipalitiestobecome effective. 

	h. 
	h. 
	Ajointmunicipalzoningordinancemustestablisheitherajointzoninghearingboardorprovideforthe retentionofindividualmunicipalzoninghearingboards. 

	i. 
	i. 
	Ajointmunicipalzoningordinancemustidentifyhowthecostsofadministration,enforcementand defenseoflegalchallengesshallbesharedbytheparticipatingmunicipalities. 


	Oneaddedadvantageofgoingthroughtheprocessofpreparingajointmunicipalzoningordinanceisthatitwill updatezoningregulationsforallparticipatingmunicipalities.And,whenthereisaneedforfutureupdatesand revisions,onlyonejointordinanceratherthanseveralseparateordinanceswillrequirerevision. 

	RegionalPlanningCommission 
	RegionalPlanningCommission 
	Aregionalplanningcommission(RPC canbeamodestcoordinatingeffortamongparticipatingmunicipalities withnocostatall(except,perhaps,coffeeforthemeetings oritcanbeasubstantialintergovernmentalprogram withfulltimestaffandacorrespondinglylargebudget.ThesizeandscopeofworkofaRPCisadecisionofthe governingbodiesofthemunicipalities.Thebudget(ifany followsfromthedecisionsaboutsizeandscopeofwork. 
	AsimpleoutlineoftherangeoftheworkthataRPCmightundertakeisprovidedbythesubsectionheadings above.WhetheraRPCisverysmallandusesonlythefirststepintheoutline,orisveryadvancedandusesmostor alloftheapproachesbelow,isadecisionthatmunicipalofficialsineachregionwillhavetomakeontheirown.A RPCmaybeusedto: 
	a. 
	a. 
	a. 
	Discusscommonproblems.TheRPCmeetsonaregularbasistodiscussissuesthateachmunicipalityis facingtoseeiftheothershavefoundsolutionstosimilarissues. 

	b. 
	b. 
	ShareOrdinances.ARPCmayprovideaforumformunicipalofficialstoexchangeordinanceswhichcan beutilizedbyothermunicipalitiesinwholeorinpartasthebasisforenactingorupdatingtheirown ordinances. 
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	c. 
	c. 
	c. 
	Coordinateplansnearcommonboundaries.RPCmunicipalrepresentativescanreportonmunicipal comprehensiveplans,proposedzoningandpossiblelanddevelopmentplansnearcommonboundaries earlyintheprocesssothatfeedbackfromothermunicipalitiescanbeconsideredthoroughlyratherthan asalastminutecomplaint. 

	d. 
	d. 
	Prepareajointcomprehensiveplan.ARPCcanbeaperfectforumforthecreationofajoint comprehensiveplan,althoughthefinalauthorityforadoptionstillrestswiththemunicipalgoverningbodies. 

	e. 
	e. 
	Shareplanningstaff.Iffundedsufficientlybytheparticipatingmunicipalities,aRPCcanhireprofessional planningstaff.Thisstaffmaybehiredtoprepareregionalplans–comprehensive,economicdevelopment, transportation,futuregrowtharea,stormwatermanagement,sewerandwaterservicearea,etc.–andto preparemodelordinancesfortheparticipatingmunicipalities.Oritmaybehiredtopreparemunicipal plansandtoreviewsubdivisionandlanddevelopmentplansinthemunicipalitiesratherthanhaving separatemunicipalplanningstaffs.Orboth. 

	f. 
	f. 
	Prepareajointmunicipalzoningordinance.Ifthemunicipalitieselecttoestablishajointmunicipalzoning ordinance,theRPCisresponsibleforpreparingtheordinanceandforpreparingfutureamendmentsasneeded. 


	ARegionalPlanningCommissionisalsoauthorized,withtheconsentoftheparticipatingmunicipalities,toreceive grants;signcontracts;hireconsultants;prepareandsellmaps,reports,bulletinsandothermaterial;andprovide servicestonon-RPCmunicipalitiesforafee.And,municipalitiesneartheborderwithanotherstatemayforma regionalplanningcommissionincludingmunicipalitiesfromthatotherstateifapprovedbytheStatePlanningBoard. 
	IfaRPCisestablishedthatgoesbeyondthefirstfewstepsabove,municipalcostsharingfortheexpensesofthe commissionwillneedtobedetermined.RefertotheChapterIIIsectiononMunicipalFundingChoicestodetermine theoptionsandselectthemostappropriateapproachorcombinationfortheRPCinyourregion. 
	TheenablinglegislationforregionalplanningcommissionsisnotfoundintheMunicipalitiesPlanningCode.RPCs areenabledbytheRegionalPlanningLaw,53PaC.S.Ch.23Subch.C(relatingtoRegionalPlanning .Inadditionto authorizingtoactivitiesofanRPCdiscussedabove,thelawhasthefollowingrequirements: 
	a. 
	a. 
	a. 
	AmajorityoftheRPCmustbelocallyelectedofficials. 

	b. 
	b. 
	ARPCchair’stermisoneyear;reelectionispermitted. 

	c. 
	c. 
	TheRPCmustkeeprecordsofitsmeetingsasapublicrecord. 


	Finally,itisimportanttorecognizethataRPCissubjecttothecommonwealth’sSunshine,OpenRecordsand FinancialDisclosurelaws. 

	InformationTechnology 
	InformationTechnology 
	Thepastfewdecadeshaveseenahugetransformationinthewaythatcomputersandotherelectronicdevices havebecomeadailypartofourlives.Yearsagocitizensfoundoutwhatwashappeningbyattendingmunicipal meetingsorreadingaboutthemeetinginthenewspaper.Iftheyhadaconcernorissuetheyattendedameeting tospeakorwrotealetter.Theycametothemunicipalbuildingtogetapermit,payaparkingticket,ortopickupa lostdogfoundbythepolice. 
	Nowcitizensexpecttoseetheagendaonlineforupcomingmunicipalmeetingsandtheminutesorotherreportof theresultsofthemeetingpostedshortlythereafter.Theywanttofindlanddevelopmentplans,snowplowroutes, governingbodyandOpenRecordsOfficercontactinformation,ordinancesandregulations,historicalrecords, maps,employmentopportunitiesandendlessotherthingson-line.Theywanttowritewithcomplaints,oreven, occasionally,compliments,byemailortextoronFacebookorTwitter.Theywanttotakeaphotographofa brokenstopsignorapothole,sendittothemuni
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	Somemunicipalitieshavebeenfairlysuccessfulatbeingnearthefrontofthischange.Mosthavebeenmiredinthe middle.Andsomeofthesmallestarejuststartingoutonelectronicsolutions.Thereisabroadrangeof intergovernmentalcooperationopportunitiestoimprovingandoptimizingtheuseofelectronicsandinformation technologyinmunicipalgovernment.Whilethedecisionabouthowfarandhowfasttogetuptodateisan individualmunicipalitydecision,anintergovernmentalapproachislikelytosavecosts,provideamoreeffective approach,orboth. 
	SharemunicipalpoliciesonITissues 
	SharemunicipalpoliciesonITissues 
	TherearemanyissuesthatariseinInformationTechnology(IT useinamunicipality.Byworkingtogether municipalities,atlittleornocost,canaddresssomeofthekeyissuesbelowsimplybysharinginformationand developingappropriatepoliciestocovertheseissues. 
	Recordsofcommunications.Whatisyourmunicipality’spolicyforretentionofemails?Doesitincludetexts, FacebookpostsandTwitterposts?Arethesecommunicationsretained,availableanddeletedinaccordancewith anOpenRecordspolicy?Ameetingofofficialsfromseveralmunicipalitiescanleadtoimprovementsforallinthis areaofIT. 
	Useofmunicipalequipmentortime.Whatisthepolicyforemployees’useofamunicipalcomputerforpersonal email,Facebookuse,orotherinternetaccess,onpaidtimeorafterhours?Whatisyourpolicyonemployeeuseof municipallyownedcellphonesonmunicipaltime?Afterhours?Whataboutuseofapersonalcellphoneon municipaltime?Sharingthesepoliciesamongofficialsinseveralmunicipalitiescanleadtoidentifyingthebest policyforeachissue. 
	Sunshineissues.Doesyourmunicipalityhaveaclearpolicyonemailcommunicationsamongthemembersofthe board,commissionorcouncil?Suchcommunications,whethersimultaneous(e.g.“replyall” orserial (e.g.AtoBtoCtoD canconstitutediscussionleadingtoadecision.Suchdiscussionmustbedoneata properlyadvertisedpublicmeeting.Workingtogethermunicipalitiescansharetheircurrentpoliciesandidentify opportunitiesforimprovements. 

	Communicateelectronically 
	Communicateelectronically 
	Municipalitiescanuseelectronicmeanstoimproveintergovernmentalcooperation.Onesimplewayisforthe municipalsecretariestoemailmeetingagendasofgoverningbodyandplanningcommissionmeetingstoother municipalsecretariesintheregion.Thiswaythesecretariescanscreentheagendasandseeifthereareanyissues ofcommonconcernwhichshouldbeforwardedtotheirgoverningbodyand/orplanningcommissionfor discussion.Certainly,iftheagendasarepostedonamunicipality’swebsiteitispossibleforsecretariesandother officialsofaneighboringmunicipalitytofind

	Coordinatetraining 
	Coordinatetraining 
	Municipalofficialsandstaffmustalllearnhowtousemunicipalcomputers,otherelectronicdevicesandsoftware effectively.Byjoiningtogetherseveralmunicipalitiescanformthecriticalmassforabusinessschooloranother trainingservicetosetupclassescustomizedorfocusedontheparticularneedsandinterestsofmunicipalusers. TheseclassescancoverthebasicsormoreadvanceduseofMicrosoftOfficeprograms(Word,Excel,Outlook, PowerPoint,etc. andthemostuptodateWindowsversion.Trainingcanalsobesetupregionallytocoveruseof otherhardwaresuchassmartphone
	Ifthemunicipalitiessharefinancialmanagementandbudgetingsoftwareplatforms,orpolicerecordsplatforms,or zoningorbuildingpermitplatforms,cooperativeapproachestotrainingonthesespecializedsystemscanresultin lowerperpersoncosts.Additionally,becauseofthesynergyoftheclassmembersworkingonthesameissuesat thesametime,theparticipantscanshareonthespothelpfulhintsandlaythegroundworkforfuturemutual assistance.IfIknowmycolleagueintheneighboringmunicipality,andIknowtheyhavethesamesoftwareand issues,Icancallthemforhelp. 
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	Sharedevelopmentofwebsites 
	Sharedevelopmentofwebsites 
	Developmentofaneffectivewebsiteisacriticaltaskintoday’selectronicworld.Formanycitizens,especially youngerandmorewebliteratecitizens,amunicipality’swebpageisitsfrontdoor.Itsimageisatleastasimportant astheappearanceofacityhall,aboroughofficeoratownshipbuilding.Justasitiswiththemunicipalbuilding, however,itisultimatelymoreimportantwhat’sinside.Isthesitefunctional?Isituserfriendlyoramassofhardto findlinks?Aresearchesmonitoredtoseewhatpeoplearelookingforsoimprovementscanbemade?Are inquiriesinvitedandacknowledged
	Largermunicipalitiesmayhavethecapacitytododeveloptheirwebsitein-house.Mostneedtogetexternal assistanceforthistask.Byworkingtogethersmallerandmidsizecommunitiescanselectacommonplatformand outsideexpertisetokeepcostslowerthanindividualmunicipalapproaches.Theselectionofacommonplatform simplymeanstheunderlyingsoftwareplatformisthesameasothermunicipalities’andtheeconomiesofagroup acquisitionanddevelopmentarerealized. 
	doesnotkeepmunicipalitiesfromeachemphasizingtheiruniquehistory,cultureandinterestsontheirwebsite.It 

	Moreover,byworkingtogethermunicipalitiesmaybeabletoproducemoresophisticatedwebsitesthanindividual efforts.Suchsitescanprovidecapabilitiesforon-linepaymentsofbillsandtickets.Theycanofferdynamic electronicformswheretheresidentorbusinesscanfillouttheformonline,uploadsupportingdocumentation, submittheformandattachments,andpayanycosts,allfromtheirhomeorbusinesslocation.Thisconvenience andavailabilityofformsandinformationisagreatservicetotheresidents.Settingupandmaintainingthesystem maycostmoney,butsavingswillbef

	ShareITstaff 
	ShareITstaff 
	Informationtechnologyspecialistsarethemenandwomenwhospendalotoftimeindarkroomswithblinking lights,orsoitseems.However,withouttheirexpertiseandhelp,municipalitiesarenotabletomeettheirneedsina moderntechnologicalworld.Thisstaffcanberesponsibleforadvisingonhardwareandsoftwareacquisitions,setupofnewsystems,maintenanceofserversandindividualcomputers,trainingofstaffandoperatinga“helpdesk” whereothermunicipalofficialsandstaffgowhentheyhaveaquestion.Insmallcommunities,intergovernmental midsizecommunitiesthatmightha
	-
	cooperationcanprovideaccesstoanin-houseexpertwhenthereisnoabilitytodosoonaseparatebasis.In 

	ThereareseveralwaystoorganizeasharedITstaffforagroupofmunicipalities.Thebasicoptionsparallelthose forpoliceservices:regionalstaffandcontractstaff. 
	RegionalITstaff.Inthissituation,severalmunicipalitiesjoinforcestohireasharedITspecialist(orteam, dependinguponsizeandneedsoftheparticipatingmunicipalities. Anexistingregionalbodysuchasaregional planningcommissionorcouncilofgovernmentscanbeusedasthe“home”ofsuchspecialists,oraspecialregional ITconsortiumorcommitteecanbeformed.Sinceemploymentofstaffisinvolveditisnecessarythatthisgroup, existingornew,beproperlyestablishedundertheIGCCodewithanagreementadoptedbyordinance.This agreement,inadditiontothebasicrequire
	a. 
	a. 
	a. 
	ITstaffhiringandsupervisionresponsibility. 

	b. 
	b. 
	Thebudgetprocess. 

	c. 
	c. 
	Themethodofdeterminingmunicipalsharesofthecost(seeChapterIIIforoptions.  

	d. 
	d. 
	LocationoftheITofficeandHelpDesk. 


	ContractITstaff.Inthismodel,onemunicipality,typicallybutnotnecessarilythelargest,hiresextraITstaffand providesITservicestoneighboringmunicipalities.ExpansionofanexistingmunicipalITdepartmentcanbe accomplishedsomewhatmoreeasilythanestablishingaregionalITdepartment;but,thecontrolofthedepartment restssolelywiththehostmunicipality.Inordertoavoidproblemsonthisissueanintergovernmentalagreement betweenmunicipalitiesforcontractITservicesshouldaddressthefollowingissues: 
	a. 
	a. 
	a. 
	Theinitialhourlyrateforserviceandaprocessforincreasingtherateovertime.Thisrateshouldcoverall direct,indirectandoverheadcostsoftheprovidingmunicipality.(SeethesectiononContractPolice Servicesaboveforachecklistofitemstoincludeinthiscost.  Adjustmentsshouldbeanticipated annually,andagreeduponearlyenoughforallpartiestoplantheexpensesandrevenuesintheir respectivemunicipalbudgets. 

	b. 
	b. 
	Theprogrammedhoursofserviceforeachparticipatingmunicipality.Whilethereneedstobesome flexibilityonacontinuingbasis,withoutaprogrammedlevelofserviceforits“customers”municipalities, thehostmunicipalitycouldbeleftwithnotimeforitsownworkbecauseofextensiveandunexpected demandsfromthecustomers.Or,conversely,thehostcouldbeleftwithsubstantialcostsnotrecovered becauseITstaffwasnotusedbythecustomersatnearlythelevelanticipated.MunicipalcontractIT servicesisnotaprivatesector,riskandprofitapproach,butamutualbenefitapproa



	KeepitCurrent 
	KeepitCurrent 
	InthissectionoftheHandbook wehaveexploredsomeoftheoptionsforintergovernmentalcooperationin informationtechnology.Perhapsmorethaninanyotherareaofmunicipalgovernmentthefieldischangingrapidly. Itisessentialthatmunicipalitieskeepupwiththechangesbyworkingtogetherinoneormoreoftheways discussedinthissection. 


	CouncilsofGovernments 
	CouncilsofGovernments 
	InChapterIIwediscussedCouncilsofGovernments(COGs asamethodofcooperation.Thissectiondescribes whataCOGdoesandhowtogetonestarted.ThereaderinterestedinCOGsshouldreviewtheCOGsectionsin addition,thereadermayalsowishtoreviewtheCOG Director’s Handbook publishedbyDCEDforprofessional staffworkingforCOGs. 
	bothchapters,aswellasthecross-referencedsectionssuchasIGCCodeagreementsandallocatingcosts.In 

	WhyareCOGsdiscussedintwodifferentchaptersinthishandbook?Because,asnotedinChapterII,COGsarea specialkindofIGCCodeorganization.ACOGisamethodoforganizingintergovernmentalcooperation,sothe conceptisillustratedinChapterII,MethodsofCooperation.But,aCOGisalsoanintergovernmentalactivityinand ofitselfandisincludedinthisChapteronCooperativeProgramsforthatreason. 
	GettingStarted.TheideaofaCouncilofGovernmentsforanareacanbeinitiatedinmanyways.Asingle municipalofficialmaylearnoftheconceptandimmediatelyrecognizeitspotentialforthemunicipalitiesinthe area.Agroupofmunicipalofficialsfromneighboringcommunitiesmaybediscussingacommonproblemandfind theCOGideawhenlookingforawaytoorganizeasolution.Or,acommunityorganizationorcivicclubmaystudy waysofimprovinglocalgovernmentservicesinanareaandidentifyaCOGasapossiblesolution. 
	ACouncilofGovernmentsisanorganizationofthemunicipalitiesinanarea.Theelectedofficialsofthe municipalitiesestablishtheorganizationandusuallyserveasthemunicipalities'representativestotheCOG'spolicy board.BecausetheleadersofanumberofcommunitiesareinvolvedinorganizingaCOG,itisimportanttoget theseofficialsinvolvedimmediatelyiftheyarenottheinitiatorsoftheCOGeffortinthefirstplace. 
	SettingupthefirstmeetingofmunicipalofficialstoexplorethepossibilitiesofaCOGisacriticalstep.Followingis anoutlineofhintstohelpmakethisfirstmeetingwork.Someofthesemayseemobvious,butit'sashametoseea goodeffortfailbecausesomeonedidn'tpayattentiontosuchdetails. 
	a. SelectaNeutralLocation.Thefirstmeetingshouldbeinneutralterritoryratherthaninacityorborough hallortownshipbuilding.Ifamunicipalsiteisselecteditmightappearasthoughthehostmunicipalityis attemptingtodominatethemeeting.Despitetheirwordstothecontrary,theactionsofthehost governingbodyspeakloudlywhentheytaketheirusualseatsatthetableinthemeetingroomandthe “visitors”takeseatsinthe“audience”area.Examplesofneutralsitesincludehotelmeetingrooms, schools,libraries,collegesandchurches.Thesiteselectedshouldbecentrallyloc
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	b. 
	b. 
	b. 
	Usetherightsizedroom.Twentypeopleinaschoolauditoriumseatingthreehundredmakesitlookas thoughnooneisinterested;twentypeopleinaroomseating15isuncomfortableandannoying. 

	c. 
	c. 
	Avoidscheduleconflicts.MakecertainthemeetingtoexplorethepossibilityofaCOGisnotscheduled atthesametimeastheregularmeetingofamunicipalitythatmightparticipate.Thereisnosurerwayto sendamessagethattheyarenotwantedthantoschedulethemeetingwhentheycannotattend. 

	d. 
	d. 
	Avoidelectioncampaigns.IfanelectioncampaignisunderwaytheCOGideamaybecomeapolitical footballratherthanaconceptforcarefulstudy.And,electedofficialsareoftenverybusyatthesetimes andcanscarcelyaffordthetimetoattendanothermeeting. 

	e. 
	e. 
	Givelotsofleadtime.Ifmunicipalitiesarerequestedtoappointoneormorerepresentativestoattenda meeting,allowatleastfiveweeks’notice.Thisallowseachgoverningbodytohaveatleastoneregular monthlymeetingwhentheycanmaketheappointment(s . 

	f. 
	f. 
	Usenametags.Mostoftheofficialsinvitedtothemeetingmayalreadyknoweachother,butoftenthere arepeoplewhodonotknoweveryoneorarenotknownbyeveryoneelseattendingthemeeting.Name tagshelpeachpersonrecognizeotherswhomtheymaynothavemet.Distributingalistofofficials scheduledtoattendisalsoahelpfuldeviceformakingtheattendeesfeelcomfortable. 

	g. 
	g. 
	Sitinacircle.Ifaroomformatisusedplacingthediscussionleadersupfrontandtherestofthose attendinginthe“audience”likestudentsinaclassroom,participationamongattendeesisdiminishedand theinteractionisseenasfocusedontheleaders.Sittingaroundagroupoftablesinasquareorcirclelarge enoughtoseatallthoseattendingwillgreatlyenhancetheofficials'senseoffullparticipationinthemeeting. 


	Ifeachofthesedetailsreceivesattention,thefirstmeetingofthemunicipalofficialsismorelikelytobeproductive andtoleadtoeffectivefollow-up. 
	Don'ttrytoaccomplishtoomuchatthefirstmeeting.Anidealoutcomeoftheinitialdiscussionmightincludealist ofissuestheofficialswanttodiscussfurtherandatimeandplaceforthenextmeeting. 
	SelectinganameforapotentialCOGisoftenatrickyproposition.Thenameshouldbeacceptabletoall municipalitiesandnotbeidentifiedbyasinglemunicipality'sname.Oftenacommonlyusedgeographicreference suchasavalleyorareanameisagoodsourceforaCOGname. 
	AssistanceingettingaCOGstartedisavailablefromtheDepartmentofCommunityandEconomicDevelopment. OtherusefulinformationcanbeobtainedfromthePennsylvaniaAssociationofCouncilsofGovernments(PACOG  orbyvisitingaCOGinyourarea. 
	AddressingRegionalIssues.AmajorfunctionofaCouncilofGovernmentsistoprovideaforumforthediscussion ofregionalissues.Regionalissuesarethosethatcrossmunicipalboundariesandimpactuponmorethanone jurisdictionandcanincludeanyofthemanyresponsibilitiesoftheparticipatingmunicipalities. 
	ACOGisanidealorganizationforsuchdiscussions.TheCOGconsistsofcommunityleaderswhoserveonthe municipalgoverningbodiesandarefacedwiththeresponsibilityoffindingsolutionstonumerousproblems.Many times,officialshavenotevenrealizedotherssharethesameproblemuntilitisdiscussedataCOGmeeting.The COGthenservesnotonlytoaddressrecognizedregionalproblems,butalsotohelpofficialsidentifycommon problemsthattheymayhavethoughtwereisolated,uniqueproblemslimitedtotheirownjurisdiction.Itis preciselybecauseofthispotentialthataCOGworks
	CommunicationsarecriticallyimportantinaCOG.IfthetypicalCOGorganizationofoneortworepresentatives fromeachmunicipalityisused,amechanismforkeepingtheremainingmembersofthemunicipalgoverning bodiesinformedisneeded.AgendasandminutesofCOGmeetings,regularnewslettersandregularreportsat municipalmeetingsbyCOGrepresentativesareallimportant.Theagenda,minutesand/ornewslettershouldbe distributedtoallmunicipalofficials,notjusttotheCOGrepresentatives.Thiscanbeaccomplishedelectronicallyfor mostofficials,sotheaddedcosttogett
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	representativesattheirrespectivemunicipalmeetingsaresometimesperfunctoryandoftenarescheduledatthe endofthemunicipalmeeting.Itisimportanttoreinforceconstantlytheneedforaneffectivetwo-way communicationbetweenthemunicipalitiesandtheCOG. 
	Someregionalissuesmayrequireextensive,in-depthanalysis.TheCOGcanestablishacommitteetoconduct studiesortoworkwithamunicipalemployee,countyplanneroraconsultanthiredforthepurpose.Alandfill location,aregionallibraryoraregionalpolicedepartmentmightbesuchanissue. 
	ACOGcanalsoestablishstandingcommitteestoworkoncontinuingregionalissues.Forexample,afrequent region-widemunicipalconcernisthestatusofthestatehighwaysystemservinganareaandtheneedfor improvements.ACOGstandingcommitteecanmonitortheroadsituationcloselyandprepareregionallysupported positionsfortheCOGtopresentathearingswhentheDepartmentofTransportation'sPlansarebeingupdated. 
	Regionalconcernsaremosteasilyaddressedthroughtheregularmeetingsofanongoingintergovernmental organization.ACouncilofGovernmentsisusuallythebestformoforganizationtoaddressabroadrangeof regionalissuesbecauseitinvolvesdirectlythosemunicipalelectedofficialswhomustaddresstheproblems separatelyiftheyfailtoaddressthemtogether. 
	ProvidingJointServices.ThesecondmajorfunctionofaCouncilofGovernmentsistheprovisionofjoint municipalservices.WhenaCOGhasnotbeenestablishedbythemunicipalitiesinanarea,intergovernmental programscanbeandoftenareprovidedthroughseparateIGCCodeagreements.However,aCOGisa multipurposeorganizationabletoprovidemultipleservicesthroughoneorganizationwhilemaintainingclose controloftheregionalprogramsbytheparticipatingmunicipalities.ACOGcanbeusednotonlytoprovidenew regionalservices,butalsotoorganizeseveralexistingregional
	TheprovisionofnewregionalservicesthroughtheCOGisamatterofreachinganagreementamongthe participatingmunicipalitiestoprovidetheservice(orconsolidateseparateexistingmunicipalprograms underthe sponsorshipoftheCOG.IftheIGCCodeagreementestablishingtheCOGencompassesthenecessaryprovisions andauthorityforinitiationofthisservice,thennofurtherwrittenagreementisneeded.Moretypically,however, anotherIGCCodeagreement,separatefromorsupplementaltotheCOGagreement,isneededtospelloutthe specificsofthenewprogram. 
	OneofthemostfrequentlyaskedquestionsiswhetheraspecificregionalprogramofferedbyaCOGmustbe providedinallmunicipalitiesparticipatingintheCOG.TheanswertothisquestionisthatitisuptotheCOGitself; therearenostaterequirementsimposed.AlmostalwaysaCOGallowssomeflexibilityonparticipationinCOG-sponsoredprogramsorganizedbyseparateorsupplementalIGCCodeagreements.Often,theonlyrequirementis thatthebasicmembershipobligationsoftheCOGitself(duesandattendance bemettoparticipateinoneor moreoftheregionalprogramsoffered. 
	ACOGcanalsoserveasaneffectivemeansofdrawingtogetherseveralexistingintergovernmentalprograms. Severalmunicipalitiesintheareamayhavedevelopedanumberofseparateintergovernmentalprogramsovera periodofyears.Theseprograms,withindependentboardsorcommitteesinchargeofeach,mayevolvein differentdirections,usingfundsfromthesamegroupofmunicipalitiestoofferprogramswithdifferingholidays andworkhours,unequalpayforsimilarpositionsordivergentemployeebenefitsorpurchasingpractices.The municipalitiesmayfindtheseprogramscompeting
	ACouncilofGovernmentscanbeaneffectivemechanismfortheprovisionofjointmunicipalprograms.ACOG canorganizenewregionalprogramsorconsolidateexistingones.Or,itcandoboth.Asamultipurpose organizationofmunicipalities,aCOGisideallysuitedtoprovidingmunicipalservicesonaregionalbasiswhile maintainingcontrolanddirectionbytheelectedofficialsoftheparticipatingmunicipalities. 
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	FinancingChoices.BecauseaCouncilofGovernmentsisamultipurposeorganization,itmayfindanumberof differentfundingmechanismsdesirableforitsdifferentoperations.Forexample,itmayoperateaself-supporting regionalcodeenforcementprogram;maintainaregionalrecreationfacilitywithmunicipalsupportsharedonthe basisofpopulation;anddistributeitsadministrativeandoverheadcostsonanequalbasistoeachparticipating municipality.AllofthecostallocationalternativesdiscussedinChapterIIImightbeusedbyaCOGatthesame timefordifferentprograms.Iti
	BecauseaCOGoftenprovidesseveralprogramswithdifferentcostallocations,itisparticularlyimportantto establishandfollowaregularprocessforbudgetpresentationandadoption.Aregularbudgetprocesscanhelp boththeCOGandtheparticipatingmunicipalitiesmaintainsomeyeartoyearstabilityintheleveloffundingfor theCOGprograms.Thisstabilityishelpfultomunicipalitiesbecausecostsarepredictableandtothesustainability oftheregionalprogramswhichhaveareliablefundinglevel.ThesectiononbudgetsandaccountinginChapterIII providessomeinformationon
	Apartfromlocallyderivedfinancingoptions,aCOGwilllikelyseekfederal,stateorprivatefundingfornew programsorinitiatives.Cooperativestart-upprogramsarefrequentlyconsideredfavorablybybothpublicand privatesectorfunders.Inthecaseofstategrants,section2316oftheIGCCodedirectsallcommonwealth departmentsandagenciestorecognizeCOGsandsimilarintergovernmentalbodiesaslegalentitiesandplace themonasimilarfootingtosinglemunicipalitiesinregardstoeligibilityforfunding. 
	Right-sizingyourCOG.HowmanymunicipalitiesshouldbeincludedinaCouncilofGovernments?Oneofthe mostsuccessfulhasmorethan50members.AnotherevenmoresuccessfulCOGwithextensivecooperative programshasonly6municipalmembers.TherightsizeforaCOGdependsuponneedsofthemember municipalities,theactivitiesandprogramsthatareanticipatedforthatCOGandpracticalconstraintsfor geographicproximity.ACOGfocusingonjointpurchasingwantstoincreasethevolumeofthepurchasesto achievemaximumeconomiesofscale,sothemoremembersthebetter.ACOGwithashar

	OtherPrograms 
	OtherPrograms 
	Theprecedingsectionshavelookedatnineexamplesofintergovernmentalcooperationprogramsindetail.This sectionwillprovideashortdescriptionofascoreofadditionalpossibilities.Thesediscussionswillbebrief,but checkingappropriatesectionsinthechaptersonmethodsofcooperationandallocatingcostswillgiveyou enoughinformationtostartworkondevelopingacooperativeprogram. 
	AuctionofSurplusEquipment.Ajointmunicipalauctionofsurplusequipmentisthelocalgovernmentequivalent ofaneighborhoodyardsale.Thelistofitemsthatcanbeincludedintheauctionisendless.Examplesincludesnow plows,policecars,andtrucks,pavingboxes,rollers,officefurniture,calculators,computerequipment,found bicycles,lawnmowersandtools.Thereceiptsfromasaleareincreasedforallmunicipalitiesifmorepurchasers attendtheauctionanditiswellorganizedandconducted.Awell-knownprofessionalauctioneershouldbehired andtheauctionshouldbeexten
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	Bikeandpedestriantrails.Linearbikeandpedestriantrails,likehighways,shouldconnectoriginanddestination points:hometowork,schooltohomeandparktoneighborhood.Oftensuchconnectionsareneededforsafetrips betweenaresidentialneighborhoodinonejurisdictionandanemployment,schoolorrecreationcenterinanother. Aconnectingtrailisgoodforbusinessandgoodfortheresidents.Somegrantfundsmaybeavailablefromthe DepartmentsofTransportationorConservationandNaturalResources.Municipalsharesofatrail'scostcanbe allocatedonanequalorproportion
	BusSystem.Aregion-widebustransitsystemisaclassicexampleofwhymunicipalitiesshouldcooperate.Without cooperation,separatemunicipaltransitsystemswillprobablynotexistatall.Withcooperation,aneffectiveand efficienttransitsystemcanbeorganizedtoprovidecommuter,shopping,school,doctor'sofficeandgeneral transportationfortheresidentsoftheparticipatingmunicipalities.ChapterI,WhyCooperateillustrateshowa regionalapproachmakesaservicesuchastransitfeasible.Atransitsystemshouldbeorganizedasajoint authority.Fundingforabussyste
	CableTVFranchiseNegotiations.Municipalitieshavesomelimitedpowerstoregulatecabletelevisionservicesin theircommunitiesandtocollectafranchisefeefromtheserviceproviders.Thispowerderivesfromthemunicipal ownershipofroadrightsofwaywherecablesarelocatedandthemunicipality’spowertocontroluseoftheright ofway.ItisimportanttonotethatthePennsylvaniaPublicUtilitiesCommission(PUC alsohassignificant regulatorypowersovercableprovidersandanyareaunderPUCcontrolpreemptsmunicipalfranchisepowers. 
	Negotiationswithacablecompanycanbeacomplexanddauntingtask.Joiningtogetherinajointeffortto negotiatefranchisesforanumberofmunicipalitiesatthesametimecanleveltheplayingfieldandpossiblyenable themunicipalitiesasagrouptohireanexperttoadvisethemandevennegotiateonthemunicipalities’behalf.A cableproviderisalsointerestedinaregionalapproachbecauseitgreatlyreducesthenumberofseparate negotiationstheymustpursue.Thiscollaborativeapproach,becauseitstrengthensthepositionofthe municipalitiesandreducestheworkforthecableprov
	Shortofaregionalnegotiation,municipalofficialscanmeettodiscusscableTVfranchiseinformationand negotiatingstrategiesbeforebeginningnegotiationswithcableproviderrepresentatives.Thiscooperationcanlead tomorerealisticexpectationsandmoreeffectivenegotiationsthangoingitalone. 
	CDBGGrantAdministration.TheFederalCommunityDevelopmentBlockGrant(CDBG programprovidesfunds tolargercitiesandurbancountiestohelpdevelopdecenthousing,asuitablelivingenvironment,andexpand economicopportunities.FundsforsmallercommunitiesandruralareascomethroughtheDCEDunderitsCDBG Programfornon-urbancountiesandotherareasthatdonotreceiveCDBGfundsdirectlyfromtheFederal program.Inmanycases,thefundsforsmallandruralcommunitiescomethroughtheirrespectivecountyprograms. 
	AnumberofCouncilsofGovernments,particularlyinAlleghenyCounty,havedevelopedsuccessful intergovernmentalprogramstoadministertheCDBGgrantsfortheirparticipatingmunicipalities.Theadvantageof aregionalapproachisthattheadministrativerequirementsforCDBGcanbecomplexandtimeconsuming.Since suchgrantscometosmallermunicipalitiesonanirregularbasis,municipalofficialsoftenlackexperienceand expertisetoadministerthegrantsandprojectsaccordingtofederal,stateandcountyrequirements.Byworking together,aCOGorotherorganizationcanpro
	EconomicDevelopment.Pennsylvaniacommunitieshavefacedseverejoblosscrisesinthepast.Economic developmentandrecoveryarecriticalconcernsforourcommunitiesandcitizens.ChapterIillustratedhowour municipalitiesareinterdependent.Economicdevelopmentprogramsmustrecognizethisinterdependenceand addressproblemsonaregionalbasis.Effortstodevelopacommercialorindustrialcentertobuildthetaxand 
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	employmentbaseinonemunicipalitymaysucceedonlyatthecostofdrawingbusinessesorjobsfromanearby municipality.Thisisnotasolutiontoaproblem;itisatransferoftheproblemto“theotherguy.”Aneffective economicdevelopmentprogrammustserveallthemunicipalitiesinanarea.Thiscanbeaccomplishedbya cooperativeapproachtoeconomicdevelopment.Grantsforsuchprogramsareoftenavailablefromthe PennsylvaniaDepartmentofCommunityandEconomicDevelopmentandpriorityforsuchfundingisgivento regionalefforts.Public/privatepartnershipswherelocalbusiness
	EmergencyPreparedness.TheEmergencyPreparednesssystemintheCommonwealthofPennsylvaniaisbased onanorganizedhierarchyofresponsesleadinginturnfromlocal(municipal effortstothecounty,tothe PennsylvaniaEmergencyManagementAgency(PEMA andtotheFederalEmergencyManagementAgency (FEMA .Forexample,acountyemergencyoperationscenterisactivatedifanemergencyisbeyondtheresources ofamunicipalityorhasthepotentialtospilloverintoneighboringmunicipalities.PEMAoperationsareactivatedif anemergencyisbeyondtheresourcesofacounty. 
	Thereareseverallevelsonwhichmunicipalofficialscancollaborateforeffectiveemergencyresponse.Oneofthe easiestjointemergencymanagementpreparationstepsisformunicipalofficialstoinventorytheiravailable equipmentandcapabilities(police,fire,publicworks,etc. andsharethoseinventories.Thenextlogicalstepisto coordinatefuturepurchasesofequipmentcommonlyneededinemergenciessothatjointcapabilitiesare enhancedandduplicationsamongtheparticipatingmunicipalitiesarereduced.Municipalitiescanfurtherwork togethertoprepareajointemer
	FireEquipmentandMutualAid.MostvolunteerfirecompaniesinPennsylvaniahavemutualaidagreements withneighboringcompanies.Theseagreementsprovidestandbyandactualresponseformajorfiresandfor responsetoasecondfirewhenacompanyhasallitsequipmentatthefirstfire.Ifthefirecompanyorcompanies servingyourmunicipalitydonothavemutualaidagreements,theyshouldbeencouragedtodevelopsuch agreementsimmediately. 
	Afurtherdevelopmentoftheideaofmutualaidistoestablishacoordinatedplan,afireneedsassessment,forthe purchaseandreplacementofequipmentforthevolunteerfirecompaniesinaregion.Fireapparatusisvery expensiveandmunicipalitiesareoftenaskedtoshareorpaythecostofsuchpurchases.Adjacentcompaniesin ruralareasmaybeabletoaffordonlyoneortwopiecesofequipment,usuallyapumperandatanktruck.Ifseveral companiescoordinatetheirpurchasesthroughafireneedsassessment,eachonemayberesponsibleforabasic pumperandonespecializedapparatus:anemerge
	Highqualitytrainingforvolunteerfirefightersisessential,bothforthesafetyofthevolunteersandfortheir effectivenessasafirefightingteam.Municipalitiesworkingtogethercanplanandhelpgathertheresourcesto provideasiteforthevolunteerfirecompaniesintheareatotrainonaregularbasis.Thisfacilitycanincludeboth spacetopracticeautomobileandotherisolatedfiresaswellasabuildingfortrainingonfightingstructurefires.A COGcanbeahelpfulorganizationforsuchcoordinatedplanningorthefirecompaniescanbeaskedtowork togetherdirectlytoorganizeth
	HealthDepartmentServices.Didyouenjoythechocolatechipandpethaircookiesyoupurchasedatthe communityfundraisingbakesale?Didyoufindtheconditionsorfoodqualityinalocalrestaurantunsanitary? Thesearethekindsofissuesthatahealthdepartmentcanaddress.Ahealthdepartmentcanprovideregular inspectionsofrestaurantsandotherfoodhandlingestablishments,assuringproperfoodhandlingpracticesare followed,thatthefacilityiskeptcleanandverminfree,andthestaffincludescertifiedfoodhandlers.The departmentcanalsoprovidesafefoodhandlingworksho
	Smallandmediumsizedmunicipalitiesseldomhavethevolumeofbusinessforestablishingalocalhealth department.However,anumberofmunicipalitiesworkingtogethercanreachthethresholdforhiringcertified healthinspectionstaffandestablishingahealthdepartmentandBoardofHealth.Thedepartmentcanbe establishedeitherasaregionaldepartmentoracontractwithonemembermunicipality,typicallythelargestor mostcentrallylocated.Theinformationonregionalpoliceandcontractpolicewillprovideanoutlineforhowto proceedwitharegionalorcontracthealthdepartm
	AhealthdepartmentandBoardofHealthcanalsobeanassetincombattingblightinneighborhoodsinthe participatingmunicipalities,especiallyifthecommunitieshaveadoptedpropertymaintenancecodes(seetheCode AdministrationandEnforcementsectionearlierinthisChapter.  
	Insurance.Municipalitiesneedtopurchaseseveraldifferentkindsofinsurance.WhilethePennsylvaniaPolitical SubdivisionTortClaimsAct(42Pa.C.S.A.Section8541etseq. substantiallylimitstheliabilityofmunicipalities, thereisstillexposureuptothelimitsprovidedinthelaw,andliabilityisnotlimitedinsuitsunderfederallawssuch asthoseprotectingcivilrights.Insuranceisalsoneededforvehicles,equipment,buildings,employeebenefits (healthandlifeinsurance ,andmunicipalofficials(e.g.,errorsandomissions. Ahelpfulresourceonthissubjectis the
	Oneofthestrategiestoreducetheimpactofescalatingexpenseofinsuranceistoprovidethenecessary coveragesthroughavarietyofintergovernmentalprograms.Employeehealthinsuranceisessentialfora municipality'semployees,butitmustbothbeaffordableandprovideadequatecoverage.Verylargegroupsof municipalitiesmayconsideracompleteself-insuranceprogramunderanIGCCodeagreement.Morecommonisan approachwhereseveralmunicipalitiesjointogethertoformasingle,largeremployeepoolandcontractwitha healthinsuranceproviderforthecoverage.Someprovide
	Liabilityinsurancecanalsobeprovidedonalargegroupself-insuredbasisorganizedundertheprovisionsofthe IGCCode.Suchaprogramwillbeparticularlyeffectivewhenriskmanagementisanintegralpartoftheprogram. Evenwithoutpooledorself-insurance,municipalitiesworkingtogethercandevelopajointriskmanagement programwhichwillhelpholddowntheirinsurancecostsoverthelongrun.Costsofsuchaprogramcanbeshared ononeoracombinationofthemethodsoutlinedinChapterIII. 
	Libraries.Publiclibrariesarearichheritageinthecommonwealth.Beginninginthelatenineteenthcentury, AndrewCarnegiecommissionedandfundedlibraries,startinginsouthwesternPennsylvania.Manyofour communitieshavestillhavelibrariesstartedbytheCarnegieprogram.Whilethefocusoflibrarieshasevolvedin recentyearsfromcollectionsofbooks,periodicalsandotherdocumentstodynamicinformationandresource providers(stillincludingsignificantbookcollections ,theirpublicmissionisthesame:toprovidefreeaccessto informationandtotheservicesoftra
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	Byjoiningtogethermunicipalitiescanestablish,coordinateorcombinelibrariestoprovidebetterlibraryservices foralloftheirresidents.Anumberofsmalllibrarieswithessentiallythesamecollectionsofbooksandperiodicals, nointernetaccessoron-lineborrowingcapabilities,andopenjustafewhoursaweekdoesnotprovideavery effectiveservicetotheirresidents.Bycombiningforcestocreateastrongercollectionofbothpaperand electronicitems,addinghourstoincludeeveningsandweekends,andhavingtrainedfulltimelibrarystaffprovides amuchbetterservicetoth
	Itisalsoimportanttorecognizethatthereisaspecificstatelaw,thePennsylvaniaPublicLibraryCode(24 Pa.C.S. Section 9301 et seq.),thatprovidestheregulationscoveringtheestablishment,boardcompositionandfundingof publiclibraries.Municipalitiesinterestedinregionallibraryservicesshouldworkwithbothexistinglibrariesinthe countyandtheStateLibrary. 
	PublicAccessTelevision.Municipalitiesworkingtogethercanestablishandsponsoracabletelevisionchannel. Suchachannelcanprovideanumberofopportunitiesforgreaterpublicaccesstolocalgovernmentactivitiesand meetings.Municipalmeetingagendasandotherannouncementscanbepostedonabulletinboard.Municipal governingbodyandplanningcommissionmeetingscanbeshownontheaccesschanneleitherlive,ifthe equipmentisinplace,orontapedelay.Gaveltogavelcoverageofmeetingsgivesresidentsawaytoseewhat theirmunicipalityisdoingallthetime,akeycomponen
	Apublicaccesschannelisalargeundertakingforasinglemunicipality,butanumbercommunitiesworking togethercangarnertheresourcesforsuchaneffort.Onesourceoffundsforapublicaccesschannelistodedicate cableTVfranchiserevenuesreceivedbyeachmunicipalityforthispurpose.Whenthemunicipalitiesnegotiatea contractwithcableprovidersasaregionalgrouptheymayalsobeabletogetthecableprovidertoprovidegrants forequipment(cameras,computers,vehicles forthechannel’soperation.Othercostscanbesharedbythe participantsononeofthebasesoutlinedinCh
	Recycling.TheMunicipalWastePlanning,RecyclingandWasteReductionAct(Act101of1988 established mandatoryrecyclingrequirementsformanyPennsylvaniamunicipalitiesandallcanparticipatevoluntarily.The DepartmentofEnvironmentalProtection(DEP reportsthatalmost95percentofPennsylvanianshaveaccessto recyclingeitherbecausetheyliveinalargercommunitywithmandatedcurbsidecollection,inacommunitythat haschosentoprovidecurbsidecollection,orinacommunitythathasdrop-offcollectionpoints.TheActis implementedmosteffectivelythroughregion
	Municipalitiesmayalsocooperateformallytocollectrecycledmaterials.Suchcooperationmaybeorganizedasa jointprogramtocontractwithaprivatebusinesstocollect,storeandmarketallrecycledmaterialsinthearea;or asajointmunicipalcontractprogramifonemunicipalityhasthecollectionequipmentandstoragespacetohandle arecyclingoperation.Costscanusuallybebuiltintothetrashcollectionfeeschargedtohomeownersand businessesandwillbebalanced(atleastinpart byreducedhaulingandlandfillcostsforthenon-recycledportion ofthesolidwastestream. 
	Inaddition,municipalitiescancooperateintheestablishmentofasiteforcompostingleavescollectedfromtheir shareofthebillionsoftreesinPenn’sWoods.Suchasiteneedssufficientspacetostoreafullautumn’sharvestof leaves,someequipmenttoregularlyturntheleafrowstoproducegoodcompostandaplanandspaceforuseor 
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	saleofthecompostbeforethenextautumn,whiletheinitialcollectionoftheleavescanbeanindividualmunicipal responsibility. 
	RecreationPrograms.Wehavealreadydiscussedthedevelopmentofregionalrecreationfacilities.Inadditionto suchfacilities,region-widerecreationprogramscanbeaneffectivewaytoprovideservicestoourcitizensusing municipal,school,orregionalfacilities.Citizensinanareamaybeinterestedinavarietyofrecreationprograms, includingadultandseniorcitizenexerciseprograms,youthswimmingandtennislessons,soccer,football, swimming,softball,andvolleyballleaguesforyouthandadultgroupsandchildren'ssummerprogramsin playgroundareas.However,asing
	SalaryandBenefitsSurvey.Aregionalsurveyofmunicipalsalariesandbenefitsisanexcellentbudgetingand negotiatingtoolfortheparticipatingmunicipalities.Stateandnationalmunicipalorganizationspublishsomesalary information,butthisgeneralinformationmaynotaccuratelyreflectthecompensationpictureinyourareaandmay beayearortwooutofdate.Fairtreatmentofmunicipalemployeesincludesprovidingacompetitivewageand benefitsplan.Withoutacompetitivecompensationplan,municipalitieslosetheirbetteremployeesandincurhigh turnovercosts.Anuptod
	Acomprehensivesalaryandbenefitssurveyisanessentialtoolduringlabornegotiations.Theemployees' bargainingunitwillknowandpointoutwherethemunicipalityfallsshortofitsneighbors'compensationpackage. Negotiatorswillnotdrawyourattentiontopartsoftheneighbors'packagesthatarenotuptoyourstandards.The comprehensivesurveyistheonlywaytobepreparedwiththatinformation.Asalaryandbenefitssurveycanbe completedbyaCOGoronaninformalbasis.Costsareminimalandshouldbesharedequallyamongthe participatingmunicipalities.Or,themunicipalities
	SolidWasteCollection.Municipalitiesusuallyprovideforsolidwastecollectionbyoneoftwomethods: with municipaltrucksandcrews,orbycontractingwithaprivatehauler.Thecostsofcollectionareusuallycoveredin oneoftwoways:bytaxrevenuesorbycustomercharges.Eithercollectionmethodcanbeusedincombination witheitherpaymentmethod.Regardlessofthecollectionandpaymentsystemused,aregion-wideapproachto solidwastecollectioncanbemoreefficientthanseparatemunicipalcollections.Regionalcollectionprovidesa largercustomerbaseoverwhichtodistri
	Ifamunicipalityistobetheproviderofcollectionservicesforothermunicipalities,thearrangementsshouldbe establishedinanIGCCodeagreement.Theservicecanbefundedeitherbypaymentsbetweenmunicipalitiesorby directpaymentsfromthecustomertothecollectingmunicipality.Ifpaymentsbetweenmunicipalitiesaretobe used,thereadershouldreviewthesectiononcontractpoliceservicesforamoredetailedmodelofacontract service.Ifajointmunicipalcontractwithaprivatehauleristheapproachadopted,anIGCCodeagreement includingdeterminationofthepaymentmeth
	StormwaterManagement.TheMunicipalSeparateStormSewerSystem(MS4 ProgramisPennsylvania’s approachtoadministrationofthestormwaterrequirementsofthefederalCleanWaterAct.Nearly1,000 municipalitiesaredesignatedasMS4communitieswithresponsibilityforstormwatermanagementprograms includingasetofminimumcontrolmeasuresandbestmanagementpracticesunderthedirectionofthe PennsylvaniaDepartmentofEnvironmentalProtection(DEP .DEPpublishesaBestManagementPracticesfor stormwatermanagementformunicipalofficials.Municipalitiescanworkto
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	plansandcontrolsandtosavecostsinplandevelopmentbyhiringasingleconsultantorusingasharedstaff person.AlowcostaspectofintermunicipalcooperationistodevelopajointprogramtoaddresstherequiredMS4 elementsforpubliceducationandoutreach;andforpublicinvolvementandparticipation.Municipalitiesshare stormwaterproblemsandasharedprogramfortheseelementsmakesgreatsense. 
	In2013Section5607oftheMunicipalityAuthoritiesActwasamendedtoauthorizemunicipalauthoritiesto undertakestormwaterplanning,managementandimplementation.Underthisnewpower,municipalitiesmayjoin togethertoformaregionalauthoritybasedonanaturalwatershedtohandlestormwaterissues.Ifthereisan existingregionalauthoritywhoseareamatcheswellwithawatershed,theoperationofthestormwatersystemcan beassignedtothatauthoritybyamendingthearticlesofincorporation.Anauthorityhasthepowertochargea userfeetosupportthecostsofplanning,const
	TrafficSignalMaintenance.Acommonproblemsharedbymunicipalitiesisthemaintenanceoftrafficsignals.Most municipalitieshaveonlyafewtrafficsignalsbutsomehavedozensormore.Onlythelargestmunicipalitiesowna largeenoughnumberofsignalstomakeitfeasibletohireaskilledemployee,purchaseabuckettruckand maintainasparepartsinventoryforsignalmaintenanceandrepair.Evenwithinstallationoflong-lastingLEDlights, trafficsignalmaintenanceisstillakeyresponsibility;therecanbenumerousothercausesofproblemsincluding accidents,weatherinduceds
	Formostmunicipalities,intergovernmentalcooperationoffersawaytoachieveaneffectivesignalmaintenance program.Ifonemunicipalityinanareaisclosetobeinglargeenoughtosetupitsownmaintenanceservice,the cooperationofseveralneighboringmunicipalitiescanbenefitboth.Suchasystemcanbesetupasacontract programwithcostsharesbasedonanhourlyrateorapercentageoftotaltimeallocatedtoeachmunicipality. Wherenoneofthemunicipalitiesinanareaisthatlarge,joiningtogethertohireasinglecontractortoprovidethis servicecanbeadvantageous.Thevendor
	TrainingforMunicipalOfficials.Aregionalapproachtotrainingformunicipalofficialsisagreatidea.Thistraining canrangefromseminarsforgoverningbodiestocomputertrainingforofficestaff;fromsafetytrainingforpublic workscrewstofirearmstrainingforpoliceofficers;andspecializedtrainingforstafffromaccountantstozoning officers.Oftenastatedepartmenthastrainingavailable.AnexampleisPennDOT’sRoadsScholarProgramfor trainingpublicworkscrews.Alarger,regionalaudiencewillbeanattractionforstateprograminstructors.Itwill alsobeawaytolo
	Regionaltrainingopportunitiesalsohavegreatsidebenefits.Whenmunicipalofficialsgettogethertolearn,they alsoshareideasandpossibilitiesforcooperationaspartoftheirconversations.Thisnaturalconversationcanlead tomoreformalconsiderationofcooperativeprogramsinthefuture.Andsomeregionaltraining,suchaspolice tacticalteamtraining,fireofficialtrainingandpublicworkscrewtrainingcanfamiliarizethefolkswitheachotherso thatwhenanemergencynecessitatestheircollaborationtheyhavesomeexperienceworkingtogether. 
	VolunteerFireCompanyPreservation.VolunteerfirecompaniesareanessentialpartofPennsylvania’ssmalltown andruralareas.Firevolunteersputthemselvesatrisktofightfirestoprotectourlivesandproperty.Andthe alternativeofpaidfiredepartmentsintheselesspopulatedareasisdifficulteventocontemplategiventhevery highcostsofsuchdepartments.Unfortunately,foranumberofreasons,thenumberofvolunteerfirefightershas beeninafairlysteepdeclineforthepast4decades.DCEDreportsthatover300,000Pennsylvanianswerelisted asvolunteerfirefightersacros
	Municipalitiescanencouragefirecompaniestoworktogethermoreclosely(seesectiononFireEquipmentand MutualAidabove tocoordinateplansandequipmentpurchases,setupcollaborativerecruitmentprograms,train together,andworktogetheronfundraisingactivitiesratherthancompetingforthesamefunds.Municipalitiesmay findthataprudentapproachistoprovidemorefundsforthecompany,perhapsbyfundinganadministrativestaff positionorbyreplacingfund-raisingdollarswithmunicipalfundssothatthevolunteerscandowhattheyare trainedandwanttodo:fightfiresa
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	V.MakingCooperationWork 
	V.MakingCooperationWork 
	Municipalofficialswhoareconsideringanintergovernmentalprogramforthefirsttimemayfindseveralkeyideas inthischapterthatwillhelpthemavoidpitfallsothershaveexperiencedandachievesuccessintheirinitialefforts. Oldhandsatcooperationmayfindanewperspectiveonhowaprogramcouldworkbetterorhowonethatfailed mighthavebeensaved.Thesuggestionsinthischapterhavebeenorganizedunderfivetopicsforeaseofreading, buteachsuggestionreallystandsonitsown.Somesuggestions,whichmayappearobvious,arefrequently overlooked.Thischapterwillserveasa
	StartOffontheRightFoot 
	StartOffontheRightFoot 
	Manyintergovernmentalcooperationeffortshavebeeninitiatedandpromptlyfailedbecausewell-intendedlocal officialsdidnotlayasoundfoundationfortheircooperativeefforts.Agoodstartisessential.Ifaprogramstartsoff onthewrongfoot,thelion'sshareoftheeffortisspenttryingtogetbackinstepratherthanproceedingwiththe program.Attentiontotheneedforagoodstartwillformthesolidfoundationnecessaryforsuccess. 
	BeInclusive.Often,afewkeypeoplestarttheballrollingforacooperativeprogram.Infact,almostallideasfor cooperationstartwithasmallcoregroup.Anewideamustbedevelopedcarefully,soitisoftenthetendencyof suchacoregrouptokeeptheefforttothemselvesuntiltheplansarefullydeveloped.Whilewellintended,this closedefforthastheappearanceofexcludingmunicipalitiesandofficialsnotpartofthecoregroup,eventhough suchexclusionmaynotbeintended.Thisexclusioncancreateanimosityandresistancetowardsanideafora cooperativeprogramthatmayotherwiseh
	Itisbettertobeinclusiverightfromthestart.Letallpotentialparticipatingmunicipalitiesandmunicipalofficials haveanopportunitytoparticipateinthedevelopmentoftheideaoratleastintheselectionofacoreworking group.Aself-selectedgroupisviewedwithsuspicion.Aprogramdevelopedwiththepresumptionthatcertain municipalitieswillparticipateandothersmightbeincludedlater,ifinterested,ineffectexcludesthelattergroup.A cooperativeprogramhasabetterchanceforsuccessifallpotentialparticipantsareincludedfromthestart. 
	InvolveElectedOfficials.Theimpetusforacooperativeprogramoftencomesfromaplanningcommission,a recreationboard,acommunitygroup,municipalstafforacountyofficial.Itisveryimportantthattheinvolvement andsupportofthemunicipalelectedofficialsbeobtainedearlyintheprocessofdevelopingthecooperative program,eveniftheinitiatinggroupdoesalltheworktodeveloptheprogram.Otherwise,agreatamountofeffort canbewastedondevelopingaprogramthatmaynotgetitsfinalapprovalforfundingfromthekeydecisionmakers,themunicipalelectedofficials. 
	-

	InvolveMunicipalStaff.Cooperativeprogramsareoftenperceivedasthreateningtotheresponsibilitiesor“turf”of municipalemployeesandsometimeseventothecontinuationoftheirjobs.Insomecases,thesethreatsarereal; jobsmaybelostand/orresponsibilitiestransferredtoacooperativeprogram.Insuchcases,themunicipalofficials mustdealwiththeaffectedemployeesfairlyandforthrightly.Otherwise,theemployeesmayorganizeaneffective oppositioncampaigngeneratingemotionallychargednegativepublicityandcausethedemiseofthecooperative program.Frequen
	StartWithAnEasyProject.Inanareawherethereisapotentialforanumberofcooperativeprogramsora councilofgovernments,itisbesttostartwithaneasyproject.Aneasyprojectexhibitsconsensusamongthe participatingmunicipalities,involveslimitedfinancialriskandhasahighpotentialforsuccess.Ifsuchan opportunityexists,itisanexcellentwaytostartoff.Themunicipalofficialscansavorfirsthandasuccessfuleffort andbuildfuturecooperativeeffortsonthissolidfoundation. 
	INTERGOVERNMENTALCOOPERATIONHANDBOOK 
	Ju y2018 
	CommunicateEffectively.Moregoodideasforintergovernmentalcooperationfailbecauseofpoor communicationsthanforanyotherreason.Ifallparticipatingmunicipalitiesandofficialsarenotkeptfullyinformed, thedecisionsaboutacooperativeprogrambegintobemadeonthebasisofassumptionsandperceptionsrather thanfacts.Newsletters,annualreports,welldocumentedbudgets,minutesofmeetingsandregularreportsby municipalrepresentativesoncooperativeprogramsareallgoodwaystocommunicate.Distributionofwritten informationcanbefacilitatedbyuseofemail
	Itisbesttousemorethanonemethodofcommunicationsothemessagesarereinforced.Relianceonasingle approach,particularlyonoralreportstoamunicipalgoverningbodybythemunicipality'sdelegateonaregional programboard,arevulnerabletoalackofenthusiasmorarticulatenessonthepartofthedelegate.Incompleteor distortedinformationcanresultfromsuchareport.Atthesametime,thepersonalobservationsandsupportofa delegatecanbecrucialtoacooperativeprogram'ssuccess.Regularreportsfrommunicipalrepresentativesare veryimportant,butshouldnotberelied
	Communicationtothepublicthroughthepressandelectronicmediaisalsoimportant.Opennessiscrucialtothe successofintergovernmentalprogramsandprovidesanopportunitytoexplainthebenefitsofprogramstothe citizens.Ingeneral,theprincipleofcooperativeprogramsisviewedpositivelybythepressasagoodgovernment issue.Therefore,themediawillusuallygivepositivecoveragetocooperativeeffortsunlessthereisaneffortto maintain“secrecy,”aneasywaytogetnegativecoverage. 

	MaintainaCooperativeSpirit 
	MaintainaCooperativeSpirit 
	Intergovernmentalcooperationisstrengthenedbyestablishingandmaintainingaspiritofcooperationinanarea.A positive,supportiveattitudetowardcooperationisakeytosuccess.Itmakesofficialsmorewillingtotrya program,togiveitachancetowork.Thissectionillustratessomeelementsmakingupthatcooperativespirit. 
	BeProactive.Cooperationdoesnotcometocommunitiesthatsitontheirhandsandwaitfortheotherguyto startsomething.Acooperativespiritleadsmunicipalofficialstoseekoutopportunitiesforcooperation,tobe proactive.Whenthesepotentialprogramsareidentified,theproactivecommunitypursuestheopportunitywithits neighborsandworksactivelytodeveloptheprogramsintosuccessstories. 
	BeFlexible.OneofthepointsofthisHandbook hasbeentoillustratetherearenumerouswaystoorganize intergovernmentalcooperationprograms.Thereisseldomoneabsolutelyrightwaytoorganizeagivenprogram foragivenarea.InanareawithaCouncilofGovernments,officialssometimesassumethatallcooperative programsmustbepartoftheCOG'sprogram,participatedinbyallmunicipalitiesintheCOGandonthesame costsharingbasisastheCOG.Noneoftheseassumptionsiscorrect.Ifmunicipalitiestakeinflexiblepositionson oneormoreofthesepoints,aprogrammightnotgetstart
	BePatient.Municipalofficialstendtobeactionoriented.Electedofficialsareconstrainedbythefixedlengthof timebeforetheyhavetofaceareelectioncampaign.Municipalemployeesarehiredtogetthingsdone.And,the publicgenerallyshowslittleunderstandingforago-slowapproachtoresolvingproblems. 
	Despiteallthesepressuresforpromptaction,cooperativeeffortstaketimeandmustbeapproachedwith patience.Aswenotedearlier,itisoftenbesttostartoffwithaneasyprojectratherthanplungingdirectlyintoa majorsewerplantorpoliceconsolidationprogram.Acooperativeprogramalsotakeslongertoorganizethana municipalprogramforthesameservicesimplybecausetherearemorepeopleandmoreapprovalsrequired.And, careisespeciallyimportantwhensettingupthatfirstcooperativeprograminanareatoestablishagoodbasefor futureefforts.Apatient,step-by-stepappr
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	ThinkRegionally.Municipalofficialsconstantlyfacedecisionsaboutnew,expandedorchangedmunicipalservices. intergovernmentalapproachmaybeanafterthought,ifitisconsideredatall. 
	Theytypicallylookfirsttostaffchangesortocontractingwithaprivatesectorfirmtoprovidetheservices.An 

	Afterreadingthishandbook,youshouldbepreparedtothinkregionally,toputintergovernmentalapproacheson theprioritylistofpossiblesolutionstomunicipalproblems.Ifyouaskyourself,“Istherearegionalsolutiontothis problem?”foreveryissueraisedinmunicipalgovernment,youwillbesurprisedatthenumberoftimestheanswer isaffirmative.Tomaintainacooperativespirit,youmustthinkregionallyabouteachandeveryproblemyour municipalityfaces. 
	BriefNewElectedOfficials.Thespiritofcooperationmustbehandeddownfromgenerationtogenerationof municipalcouncilsorboards.Officialswhoinitiatecooperativeeffortsareoftenenthusiasticsupportersofregional programsandhaveastrongcooperativespirit.Asthoseofficialsleavemunicipaloffice,theirreplacementsmay havelittlefamiliaritywiththecooperativeprogramsorwiththeunderlyingspiritofcooperationneededfor continuingsupportandparticipation.Thesenewelectedofficialsmustbefullyinformedaboutthecooperative programsandthespiritofcoo

	ProceedWithCare 
	ProceedWithCare 
	Asamunicipalityproceedstodevelopandsupportintergovernmentalcooperation,itshoulddosowithcaution.A headlongplungeintounchartedwatersistoorisky.Instead,acareful,thoroughapproachiscalledfor.Thissection offerssomesuggestionsonhowtoproceedwithcare. 
	StudyOptionsThoroughly.Thishandbookoffersnumerouswaysoforganizingandfundingintergovernmental programs.Ifthestudyisundertakenwithdiligenceandaspiritofcooperation,itwillleadtoamoreeffective cooperativeprogram.Ifthestudyispoorlyorganizedorusedtostalladecision,thenthecriticsareright-the proposalisbeingstudiedtodeath.Athoroughanalysisandpresentationwillprovidetheofficialsinallthepotential participatingmunicipalitiestheinformationneededtosupporttheprogram.Incompleteinformationoftenelicitsa negativeresponse. 
	SelectRealisticPrograms.Acompaniontothoroughnessisrealism.Acooperativeprogramthatsoundsgreatin theorybuthaslittlechanceofsuccessisawasteoftimeandmoney.Thoseconsideringcooperativeprograms musthaveasenseofwhatisfeasibleintheirareaforaparticularservice,frombothapoliticalandafinancial perspective.Oneofthemostfrequentfailuresincooperativeprogramsistoattemptajointpurchasingprogram thatseemstofollowtheprinciplesofbulkpurchasing,butdoesnotsurpassthecriticalthresholdsnecessaryto maketheseprincipleseffective.Arealist
	Right-sizeprograms.Howmanymunicipalitiesshouldparticipateinanintergovernmentalcooperationprogram? Theanswersvarywidely.Oneexample,thePennsylvaniaLocalGovernmentInvestmentTrust,coverstheentire commonwealthwithmanyhundredsofparticipatingmunicipalities.Others,suchasasharedparkorcooperation onplowingstreetsinvolveonlytwoorthreemunicipalities.Thekeyistoestablishanintergovernmental cooperationprogramsizebasedonthescopeoftheserviceprovided. 
	PayAttentiontotheLittleThings.Often,aterrificideaispresentedandisquicklyagreedtobyallparticipants. Unlessthisisfollowedupbyaspecificwrittendocumentoutliningthedetails,thereisagreatpotentialfor ambiguityandultimatecollapseoftheprogrambecauseofmisunderstandings.Insistenceonworkingoutthese detailsinadvanceshouldbetakenasacommitmenttothelongtermsuccessoftheprogram. 
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	WatchOutfortheEaseofInformality.Whenparticipantseasilyagreetoanideaforacooperativeprogram,there isatendencytoaccepttheagreementinformallyasinitiallystated.Thisistheeasywaytostartaprogram:no documents,noformalactions,nolengthydebatesaboutdetails;agreementinprincipleisallthatisneeded.The easeofthisinformalagreementisatrap.Unlesstheagreementisformalizedwithproperdocumentsandactions, thereisnopermanentagreement.Participantscanwalkawayatwillandleavetheothershanging.Again, insistenceonproperproceduresshouldbeenco

	AllocateCostsFairly 
	AllocateCostsFairly 
	Cooperationisfree.Cooperativeprogramscostmoney.Thisisnotacontradiction.Theprograms,notthe cooperation,costmoney.Butthecostofprovidingacooperativeserviceshouldbelessthanthecostofeach municipalityprovidingthesameserviceindependently. 
	ChapterIIIpresentedavarietyofwaystosharethecostsofcooperativeprograms.Thepurposeofthatchapterwas toillustratepossibilities.Thissectionsuggestshowtosortoutthepossibilitiesandmakeyourchoicesworkforyou. 
	FocusonCostSavingsandOutputs.Acooperativeprogramshouldbeawin/winratherthanawin/losesituation forallparticipatingmunicipalities.Eachmunicipalityshouldwin,savingmoneythroughthecooperativeapproach; orattheveryleastitshouldbreakevenwhileprovidingthesameorbetter,moreeffectiveandefficient,quality andquantityofservicethanasaseparateunit. 
	Ifeachmunicipalityacceptsandrecognizesthisprinciple,thefairallocationofcostsofacooperativeprogram startstobecomefocused.WhateverformulasorapproachesinChapterIIIproduceawinningsituationforall participantsinacooperativeprogramarepossibilities.Acombinationofseveralwinningmethodsisoftenthebest compromise.Allmunicipalitiesshouldgainfromthecooperativeapproach,ratherthanonemunicipalityattemptto maximizeitsgainattheexpenseofothers.Ifthemunicipalitiesfocusfirstonthecostsavingsoftheprogramforall participants,thenthef
	ShareTotalCosts.Whenacooperativeprogramisestablished,itisimportanttoidentifyandshareallofthecosts associatedwiththeprogram.Iftherearehiddencoststhatcometolightatalaterdate,allparticipantscanbe souredonaprogramwhentheymighthavesupporteditallalonghadtheyknownthetruecostsfromthestart. 
	Thefailuretorecognizeandsharetotalcostsofaprogramarisesmostfrequentlyincontractprogramswhereone ormoremunicipalitiespurchaseaservicefromanother.Typically,theprovidermunicipalitystartsoutbyoffering theserviceatitsmarginalcostforanincreaseabovecurrentservicelevelsandfailstorecognizealloverheadand supportcostsofthismarginalincrease.Atypicalexampleofthisproblemisspelledoutinthesectionon contractingforpoliceservice.Sharingthetotalcosts,ratherthanmarginalcostsofaprogramfromthestart,isthe onlywaytoinsurefairnessan
	SetUpaPositiveCashFlow.Beforebeginningacooperativeprogram,asystemassuringtimelypaymentof municipalsharesoftheprogrammustbeestablished.Thissystemshouldprovidepaymentofthosesharesina waythatavoidstheneedforthecooperativeprogramtoborrowfundstopayitsbills.Theinterestcostofthis borrowingissimplyanincreaseinthecostoftheprogram,anincreasethatmaymaketheprogramappeartobe lesscosteffectivethanitactuallyis.And,ifborrowingisnecessitatedbecauseoneortwomunicipalitiespaylate, thenineffectthemunicipalitiesthatpaypromptlyca
	AvoidOverdependenceonGrants.Grantsfromthestateandfederalgovernmentsaresometimesavailablefor cooperativeprograms.Insomecases,regulargrantprogramsmayevenhaveapriorityrankingforregionalprojects. 
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	Whilethesegrantscanbeinstrumentalinhelpingstartacooperativeprogram,itisamistaketostartaprogramsimply becausethefundingisthere.Acooperativeprogramshouldbestartedonlyafteranalysisdeterminesitissustainable inthelongrunoncetheseedfundingisterminated.Inthisway,anoverdependenceongrantscanbeavoided. 

	DealDirectlyWithProblems 
	DealDirectlyWithProblems 
	Sinceintergovernmentalprogramsarevoluntaryandcooperative,municipalofficialssometimesbelievethe programsarealsofragile,thattheycannotsurviveproblems.Asaresult,aconsiderableeffortisexpendedin avoidingproblems.Afarbetterstrategyistoaddressproblemsdirectly.Aprogramthatissofragilethatitshatters whenfacedwithaproblemisprobablynotaverysoundone.Infact,theprocessofaddressingandresolving problemsoftencanbeusedpositivelytostrengthenprograms.Thissectiondiscussessomeoftheproblems frequentlyfacedincooperativeprograms. 
	LearnFromFailures.Whenacooperativeprogramisattemptedandfails,municipalofficialssometimesthrowup theirhandsinfrustrationandswearthatintergovernmentalcooperationwillneverworkinthisarea.Since municipalitiesremainneighborsformanyyears,thisapproachshutsoffmanyopportunitiesforcooperation. Insteadofgivingup,municipalofficialsshouldusetheopportunitypresentedbythefailuretolearnabouthow cooperationcouldworkintheirarea.Theyshouldbeabletomakethenexteffortmoresuccessful. 
	AddressTurfIssues.Thetermturfisusedtodescribetheareaofresponsibilityofapersonororganization.People areusuallyveryprotectiveoftheirturf.Municipalcouncilsandboardsareconcernedtomaintaincontroland directionofmunicipaloperations.Municipalstaffisconcernedaboutkeepingtheirjobsandresponsibilities.Asa result,municipalofficialswhoperceiveathreattotheirturffromacooperativeprogrambecomeveryresistantto thatprogramevenifthethreattotheirturfisimaginedratherthanreal. 
	Potentialturfissues,imaginedandactual,shouldbeidentifiedaspartoftheprocessofdevelopingacooperative program.Oncetheseissuesareidentified,astrategyforaddressingtheconcernscanbeimplemented.Mostturf issuescanberesolvedandtheimpactoftheremaindercanbeminimized.Theonlyinsurmountableproblemwith turfistopretendthatsuchissuesdon'texist. 
	RecognizeHistoricalAnimosities.Municipalofficialsaregenerallyneighborsforalongtime.Theremaybe animositiesbetweensomeofficialsbecauseofalongpastevent.Whiletheseeventsmaybefardistantfrom currenteffortsatcooperation,thehardfeelingsmaypersistandmakeitdifficultfortheseofficialstowork together.Itisimportanttorecognizesuchanimositywhenitoccurs,especiallyifitbeginstoaffecttheeffortat cooperation.Oncetheproblemisrecognized,itmusteitherberesolved(anoftenimpossibletask orawayfound toworkwithoraroundtheproblem.Onestrat
	RespondDirectlytoChallenges.Thereareseveralchallengesfrequentlyassertedasargumentsagainst intergovernmentalcooperation.Thesechallengesrequireadirectresponse,assuggestedbelow: 
	a. Challenge:AcooperativeprogramorCOGisjustanotherlevelofgovernment. 
	Response:It'snosuchthing.It'sapoolingoftheresourcesandpowersoftheparticipatingmunicipalities toprovidethoseparticularcooperativeservicesinthemosteffectivewaypossible.Thereisnoother “level”ofgovernmentcreated. 
	b. Challenge:AcooperativeprogramorCOGisaduplicationofservices. 
	Response:Thatisexactlywhatitisnot.Infact,iftherewasanyduplicationitwasintheseparate,less efficientservicesineachmunicipalitypriortocooperation. 
	c. Challenge:AcooperativeprogramorCOGmeansataxincrease. 
	Response:Ataxincreasemayormaynotbeneededtoprovidetheservices.Thecooperativeapproach isawaytominimizethecost.Itistheservice,notthecooperationthatrequirestaxfunds. 
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	d. Challenge:AcooperativeprogramorCOGmeanswe'llbe(1 dominatedbythebiggestmunicipalityor (2 draggeddowntothelowestcommondenominatorofthesmallest. 
	Response:Sinceintergovernmentalcooperationisvoluntary,itisenteredintoonlyifitisofmutualbenefit tobothorallmunicipalities.Thereisnodominationordragging-downofmunicipalities. 

	Conclusion 
	Conclusion 
	AtthebeginningofthisHandbook,weasked:“Whycooperate?”Werespondedtothisquestionbyexplaininghow interdependencepracticallydemandsintergovernmentalcooperationandhowcooperationhelpsmunicipalities gaingreatereffectivenessandefficiencyintheprovisionofservices. 
	ThisHandbook isdevotedtomethodsandsubjectsofintergovernmentalcooperation.Thelastsection,offers somesuggestionsonhowtomakeyoureffortsatintergovernmentalcooperationasuccess. 
	Asmunicipalresponsibilitiesbecomeincreasinglycomplexanddemanding,wemustconstantlyseekthebestway toprovidetheservicesneededbyourcommunities.Partofthesolutiontothischallengeisintergovernmental cooperation.Cooperationisinthefutureofsuccessfullocalgovernments.Thequestiononlyyoucanansweris whetheritisinthefutureofyourlocalgovernment. 
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	IntergovernmentalCooperationCode 
	FindtheIntergovernmentalCooperationLaw,andotherlocalgovernmentlawsat: dced.pa.gov/local-government/local-government-laws/ 
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