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Executive Summary

The Municipal Capacity Development Program (MCDP) Guide to Municipal Cooperation (GMC)
is a valuable resource for elected officials, engaged community members, First Nation and
Métis community representatives, government officials, consultants, planners and other
professionals who strive to implement and uphold sustainable practices.

The purpose of the guide is to provide municipalities with the information, resources and tools
that they will need to begin or continue effective working relationships with other
municipalities. The full-length guide provides a wealth of information on:

» beginning a collaborative process;
» structuring an intermunicipal working group; and,
» maintaining a cooperative relationship.

The document also contains templates to guide municipalities when writing agreements,
memorandums of understanding, and questions to consider when beginning the process.

Building on related resources, the GMC provides information on, but not limited to, the
following fundamentals of successful intermunicipal relations:

Overcoming barriers to working collectively

Stakeholder Identification and Group Formation

Formal and Informal Group Development and Membership Responsibilities
Communication Strategies

Dispute Resolution Mechanisms

Community Action and Regional Planning

Developing Intermunicipal Agreements

YV V. .V ¥V V VYV VY V

Budgets and Accounting

Overcoming Barriers to Working Collectively

While some of the barriers to working on a regional level will most often be overcome after a
working relationship has been established and trust has been built in time, there are some ways
to address these barriers at the onset of a partnership. This section provides some techniques
to overcoming common barriers to working intermunicipally.
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Stakeholder Identification and Group Formation

There is not a required set of people and/or organizations which must be included in a regional
group. Each situation is unique and a process of stakeholder identification should be
undertaken at the onset to ensure inclusivity. This section provides an overview of stakeholder
characteristics and types of stakeholders to consider, the roles taken by certain stakeholders
l.e. decision making vs. advisory, how to approach potential stakeholders and how to keep
them engaged in the intermunicipal process.

Formal and Informal Group Development and Membership Responsibilities

Working groups can structure themselves through formal or informal arrangements. Formal
arrangements are a technical or statutory approach to a working group while informal
arrangements usually take form as handshake or verbal agreements and have no legal force.
Depending on the situation, some groups can exercise both arrangement types. This section
outlines the difference between formal and informal arrangements, provides examples of both
types and details the procedural responsibilities associated with each form.

Communication Strategies

Communicating effectively with stakeholders, members of the intermunicipal group, and the
community can decrease disputes, increase productivity and support, and strengthen
intermunicipal cooperation. Communication is more than providing minutes of meetings. A
communication strategy will help you to maintain a sufficient level of communication among
group members and with key stakeholders. This section offers numerous tools and templates
to assist working groups in developing communication strategies.

TIP:
Reaching each stakeholder may take different forms. Focus on each of the stakeholder groups
or target audiences and the best way to provide information. Also use more than one
communication tool to ensure each audience has received the message.

Dispute Resolution Mechanisms

Working groups without dispute resolution mechanisms in place tend to dissolve when their
initial needs have been met, when tough decisions need to be made, or when they simply
cannot agree. By having dispute resolutions in place, municipalities can stay connected as a
group when issues arise. A number of conflict resolution tools for cooperating on a regional
basis are outlined in this section including, but not limited to, techniques to prevent conflict
when communicating with other members, establishing ground rules for group meetings and
formal and alternative dispute resolution methods.

Community Action and Regional Planning

When a group of municipalities have come together with the understanding they want to work
collaboratively to address various needs and take advantage of certain opportunities then they
should create a plan to address their desires. Community Action Planning (CAP) is the process
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by which the guiding members of an organization look to its future and develop the procedures
and operations necessary to achieve that future. In this section the benefits of planning are
discussed, and the action planning process and related implementation strategies are outlined.

The CAP process can often lead into or coordinate with a more formalized process such as the
formation of a Planning District. A Planning District process requires that a district official
community plan and local zoning bylaws be adopted by each council to ensure that the
community and strategic planning processes becomes policy for each municipality involved.
Information about formal planning methods is also provided in this section.

Developing Intermunicipal Agreements

An intermunicipal agreement is a written understanding between two or more municipalities.
Usually, these agreements set out specific arrangements that state how the involved
municipalities will share a particular service. Intermunicipal agreements allow municipalities to
retain local autonomy while providing effective and efficient services. Included in this section
are the benefits to developing intermunicipal agreements, a process to follow when creating
comprehensive agreements, items to include in all agreements and various funding options to
consider in any intermunicipal agreement.

Budgets and Accounting

The document concludes with a section on working group budgets and accounting procedures.
Intermunicipal groups who begin to develop projects from their community action plans should
create a timely, realistic and responsible budget. A budget provides evidence of need and value
to respective councils when determining the amount they can contribute to the process. A
budget will also assist the group to remain accountable for the money spent to achieve the
necessary outputs.

Intermunicipal and regional cooperation is one of the most effective ways for municipalities to
succeed. The GMC provides municipalities with the tools to work together regionally to:

Share knowledge.

Enhance service delivery.

Focus on building a strong region.

Effectively plan for growth.

Practise consistent planning.

Increase the quality of life in the area.

Share the risk, control and benefits of development initiatives.
Ensure consistency.

VVVVVVYVYY

We hope that the full-length document serves as a useful resource in building effective and long-
term intermunicipal cooperation across the province.
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1.0 Introduction

1.1 Preamble

Intermunicipal cooperation is an important way for municipalities to deliver effective and
efficient services. This document provides a wealth of information ranging from how to begin
the process, how to structure a working group, to maintaining a cooperative relationship. The
document also contains templates to guide municipalities when writing agreements,
memorandums of understanding, and questions to consider when beginning the process. We
hope that this document will provide municipalities with the information resources and tools
that they need to begin and/or continue effective working relationships with other
municipalities.

1.2 Overview

The purpose of this document is to provide municipalities with practical information about
intermunicipal cooperation whether it is formally or informally arranged. This document is
meant only to guide municipalities working collectively and is in no way a regulatory document.

The document will provide information on the following:

e Intermunicipal Cooperation

e Working With Your Neighbours

e Stakeholder Identification

e Developing an Intermunicipal Working Group

e Community Action Planning/ Strategic
Planning

e Budgets and Accounting
e Cost Sharing

e Agreements

e Memorandums of Understanding

We hope that this document serves as a useful resource in building effective and long-term
intermunicipal and regional cooperation across the province.
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2.0 Intermunicipal Cooperation

2.1 What does it mean?

Intermunicipal Cooperation is an effective way for municipalities to tackle issues of mutual
concern and issues that cross jurisdictional boundaries. Local priorities dealing with sustainable
development, economic development, utilities, or the delivery of services can easily be resolved
through regional action. Intermunicipal cooperation also creates opportunities that individual
municipalities could not normally achieve. This collective approach is exemplified by cost
sharing agreements, regional recreational committees, joint by law enforcement officers and
even regional planning. It is important to remember that intermunicipal cooperation is not the
process of integrating municipalities but is an agreement to work together to create area wide
opportunities.

2.2 Benefits

Regional partnerships are an excellent means for municipal success; in good form they increase
the quality of economic, political, social and environmental aspects of life.

Intermunicipal Cooperation allows municipalities to:

» Share their knowledge. All communities experience different levels of growth and
development and can benefit from the assets and knowledge of one another. i.e.)
Relationships with particular developers or government organizations, successful grant
proposals, etc.

» Enhance service delivery. Per-unit costs of delivering services decreases when a larger
group is using the service. Intermunicipal cooperation can help to lower these costs by
achieving economies of scale and allowing for the delivery of more efficient or enhanced
utilities, municipal services, and professional services by using existing resources more
effectively. i.e.) Joint Economic Development Officer, Joint Building Inspector, Shared
Planner, Sharing of Equipment, Sharing of utilities or faculties, etc.

» Focus on building a strong region. Economic and social challenges are increasingly
becoming regional, rather than local, issues. Instead of trying only to attract jobs and
people on a municipal level, focus on a regional approach that secures regional
investment, growth and prosperity by building on the opportunities, services and assets
of your municipality as well as your neighbouring areas. Joint initiatives, servicing and
infrastructure allows municipalities to reduce certain costs, provide better leverage of
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2.3

grant approvals and security to engage in numerous initiatives they might not be able to
undertake alone.. i.e.) Tourist attractions, health, schools, recreational services,
business etc.

Plan for growth. Population, demographics, and economics are continuously changing,
which creates numerous challenges for municipalities to provide different services and
new infrastructure. Cooperative approaches can allow municipalities to develop these
services and pay for infrastructure they would otherwise be unable to provide.

Consistent Planning. Consistent land use policies and zoning bylaws reduce complexities
and risk for developers seeking to invest in your region. Common policies for business
sectors (oil & gas, agribusiness or residential development, etc) provide a more
attractive region where companies know they can invest and have common standards.

Increase the quality of life. Intermunicipal cooperation pools solutions and resources to
resolve local issues, solve area wide problems and collectively meet the needs of citizens
in the region increase morale and that communities are facing- enabling communities to
better understand the problems they and their neighbors are facing and develop
collective solutions. It allows for the spread of innovative ideas and expands service
choices.

Strengthen. Sharing of risk, control and
benefits. Regional partnerships decrease the
risk that a municipality would have when
working on its own. The cost reduction in
shared services allows for more funding in
other parts that are lacking. Responsibility is

equally distributed for regional issues allowing

for better governance at an individual
municipal level. Overall, it creates a more
efficient, effective and innovative municipality.

Ensure consistency. Intermunicipal cooperation ensures that wasteful reproduction of
services does not occur. It distributes the cost of regional services and improves the
situation of the region as a whole while increasing the quantity and quality of services.

Opportunity

In the first stage of cooperation prospective municipal partners meet (e.g. through a joint
council meeting or another similar forum) to determine if there is support for the idea of
working together. Usually, the parties will come together to discuss a particular opportunity
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that they have identified as suitable for pursuing through a shared working venture such as a
planning district, district development appeals board or recreation committee. In some cases,
however, the parties may not have identified a particular opportunity and will arrange to meet
to hold a visioning session or other similar discussion forums to identify possible partnering
opportunities that they could explore together. In these situations, a municipal council will
often meet prior to the intermunicipal or regional discussion, to determine what items they feel
are in their interest to address when discussing a regional partnership. An agreement outlining
how the municipalities will proceed in developing a particular partnership around a specific or a
set of opportunities is important during the initial stages to provide context and stability to
further discussions.

2.4 Ways to cooperate

There are numerous ways that municipalities can work together. Municipalities may work
together on a specific issue, such as transportation, infrastructure or environmental protection,
while others may work together for a combination of different purposes.

Below is a list of potential regional opportunities for cooperating municipalities. This list reflects
some of the most pressing issues facing municipalities in our province today.

e \Water treatment, transmission and distribution
e Sanitary sewage collection, transmission and treatment
e Storm water management

e Solid waste management

e Garbage collection and or recycling

e Land use planning

e Road maintenance

e Infrastructure management

e Bylaw enforcement

e Administrations/ governance

e Policing

e Fire and emergency services

e Recreation

e Economic development

e Property assessment

e Affordable and seniors housing

e Permits, inspections, etc

e High speed data transmission

This list is in no way inclusive. Depending on the group and their objectives, cooperation can
take many different forms and tackle any variety of issues that both Councils wish to address.
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25 Overcoming Barriers to Intermunicipal Cooperation

Impediments to cooperation on an intermunicipal or regional level are typically caused by a
weakness in the existing relationship or a lack of communication. As the intermunicipal
relationships grow many of the barriers melt away. It is important to recognize these barriers
at the beginning of a process so that you can build upon each of your strengths and address the
following issues:

» Lack of trust. Trustful relationships are essential when collaborating with other
municipalities, but historical conflicts may cloud current conversations. There is
always some fear on both sides of the table that a municipality may be taken
advantage of by the other, but it is important to recognize that this is a mutual
concern. Trust is built over time; however, ensuring that agreements are
entered into and negotiations are open and honest are the best ways of ensuring
you are treated in the same manner.

» Fear of losing authority. It is common for a municipality to fear a loss of control
on issues at the regional level. It is important to remember that the majority of
regional and intermunicipal initiatives are advisory in nature and council retains
the authority to make decisions. Where that authority is transferred there is
always an opportunity to regain authority if the process is not working for your
municipality.

» Fear of losing identity. Municipalities tend to think that by working at a regional
level, a municipality’s uniqueness and identity is lost.

» Fear of the unknown. Fear of not knowing is always a barrier to overcome.

» Who will benefit? There tends to be a notion that larger and/or urban
municipalities will benefit over the rest. It is important to remember that when
your municipality is involved in a regional initiative you should come to the table
ready to address your concerns as well any larger neighbours. This is a
partnership and a lasting relationship must be built on a measure of equality.

Methods to overcoming barriers

While some of the barriers to working on a regional level will likely only be overcome after a
working relationship has been established and trust has been built in time, there are some ways
to address these barriers at the onset of a partnership. Some techniques to overcoming
common barriers to intermunicipal cooperation include:
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» Confrontation. The easiest and most efficient way to negate these barriers is to
acknowledge them in the beginning stages of working together. Discussing
fears/concerns and thoughts on the process can assist each stakeholder to
better understand and be aware of the situation as it is experienced by the
others. This provides ample opportunity to begin the working relationship by
discussing and putting into practise mechanisms to deal with these barriers as a

group.

> Direct your energy. Direct energy away from fear and conduct it towards solving
joint problems and possible opportunities. After addressing your initial concerns
with the group, decide that in the best interest of moving your regional
partnership forward that you spend your time around the table finding
innovative and feasible solutions to your joint issues. Kn
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