IMC Practitioners’ Guide

The Guide has been designed essentially for local gov-
ernment reform practitioners, including local government
staff, staff of local government associations, central gov-
ernment staff working with

local authorities, as well as ~ To be successful!

local government experts. IMC will offer a
Its_ aim is to contribute to win-win solution
raising awareness about

to a shared

IMC, motivate central gov-
ernments and local govern- ~ Challenge

ment associations to pro-

mote IMC, and provide guidance to municipalities on how
to engage in actual IMC initiatives.

The Guide is structured in three parts: Part | presents gen-
eral information on the why, what and how of IMC; Part Il
discusses the relevance of IMC in Central-Eastern Europe
and provides an overview of the Western European experi-
ence; Part lll contains a step-by-step approach on how to
initiate IMC.

IMC Website

The IMC Website is designed to provide support and prac-
tical examples of IMC. The website represents also a plat-
form of exchange of information and best practices. The
site consists of the following main components:

2» Understanding IMC presents general information on
the why, what and how of IMC.

) Promoting IMC discusses the relevance of IMC in
Central and Eastern Europe (CEE), and provides
general guidance on the main components of a na-
tional IMC promotion policy.

) Establishing IMC contains a step-by-step approach
on how to initiate IMC. A word of caution is relevant
here. The step-by-step approach contained in this
site reflects one of the common ways of initiating
IMC. Naturally, however, this short and generic site
cannot possibly capture all the possible real-life sce-
narios that can lead to IMC.

) Practices comprises a database of 37 IMC prac-
tices from 8 countries of the CEE region presented
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in a standard format. The search mechanism allows
finding and disaggregating the needed practice or
group of practices using specific criteria like “coun-

try”, “service area”, “number of service areas, “legal
form” etc.

) Contacts consist of information about IMC practitio-

ners and experts. Practitioners are those who have
been involved in concrete IMC practices presented
on the site; experts are persons with broad theoreti-
cal knowledge of IMC.

Resources contains a data base of documents relat-
ed to IMC disaggregated by different categories e.g.
legislation, publications, projects as well as samples
of IMC contracts and statutes.

Links provides direct access to the web-pages of or-
ganisations which have been involved in the devel-
opment of this website and its content.

Technical features such as “Add content” and
“Help” allow additional IMC practices and other re-
lated documents to be added as well as “help” to be
called upon in case of technical problems. To add
content, there should be prior agreement with ad-
ministrators of the site.
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UNDP
UNDP Bratislava Regional Centre
for Europe and CIS
Grosslingova 35, 811 09 Bratislava
Slovak Republic
Web-site: http://europeandcis.undp.org

Tel: + 421 2 59337 (ext. 246 or 439)

E:mail: clare.romanik@undp.org

Council of Europe LGl

Directorate of Democratic Institutions
Directorate General
of Democracy and Political Affairs
Council of Europe
Strasbourg — F-67075
Web-site: http://www.coe.int/local
Tel: +33 388 4128 48
Email: Info.DDI@coe.int

OSI-Budapest
Local Government and
Public Service Reform Initiative
P.O. Box 519, 1397 Budapest, Hungary
Web-site: http://Igi.osi.hu/
Tel: +36-1-882-3100
E-mail: aionescu@osi.hu
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Prepared in 2009 by the Council of Europe,
the United Nations Development Programme
and the Local Government and Public
Service Reform Initiative of the Open Society
Institute (LGI), the Toolkit aims to promote
Inter-Municipal Co-operation (IMC)

Effective IMC requires a culture of
cooperation

This brochure is written for the leadership of municipalities
— particularly Mayors — and for Local Government Associa-
tions (LGA) to explain IMC and introduce the IMC Toolkit. It
shows how the IMC Toolkit might be used to develop both
the right environment and a robust IMC project.

What does the Toolkit include?

The IMC Toolkit includes a Manual and a shorter Practitioners’
Guide; they provide a clear explanation of IMC:

(a) its opportunities and risks,

(b) the essential local environment,

(c) the steps needed to plan an IMC project,
(

)
d) the need for supportive national legal and financial
frameworks,

(e) the legal forms and financial options for an IMC project,
and

(f) methods of local accountability.

The IMC Toolkit also offers a Training Library, comprising
(a) training materials that trainers can adapt for IMC
seminars and training programmes and (b) access to an
IMC Website, containing further information and material
such as best practices:

What does IMC mean?

IMC means working in partnership with other municipali-
ties, informally, contractually or institutionally, to deliver
services, build infrastructure or strengthen capacity. It can
be applied to any local government activity unless the law
forbids it.

IMC enables municipalities to deliver better local govern-
ment. But there are things that municipalities need to know:

\:) IMC means sharing power between partner munici-
palities.

IMC means sharing information, having good com-
munications and straight-forward procedures, being
transparent about decision-making.

Q

IMC means taking account of the interests of other
municipalities and reaching consensus.
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IMC requires a focus on performance.

Q

Where a municipality performs poorly, IMC cannot
be used as a substitute; each partner must play their
part.

This is the key question facing every Mayor: is your
municipality really ready to cooperate with other
municipalities?

How can IMC be implemented?

IMC will only work where the municipality leadership is
ready to invest in it; this requires the right attitude and the
will to seize the opportunity.

IMC can only operated effectively within a supportive legal
and financial framework at the national level.

The Ministry responsible for local government, in consulta-
tion with other Ministries and the LGA, can assess the ex-
isting framework and advocate / introduce the necessary
amendments.

At local level, IMC can-
not be delivered by
just one municipality.
Others have to be per-
suaded; ' understand-
ing has to be shared;
skills must be devel-
oped. This'is not easy;
it needs ftrust. The
LGA needs to provide
municipalities with
support services ranging from legal and financial advice to
training and facilitation.

“IMC will only work
where the municipality
leadership is ready

to invest in it; this
requires the right
attitude and the will to
seize the opportunity.”

How to launch an IMC Initiative

If an LGA wants to explore the idea of IMC and take action,
it might consider the 9-Step Approach to a National IMC
Initiative.

1. Read the IMC Toolkit to understand the implications of
IMC.

2. Establish the locus of policy and executive responsibility
within the LGA.

3. Open a dialogue with the local government Ministry to
engage them in a cooperative approach.

The IMC message to Mayors:

) If you lead a small rural municipality, unable to attract
legal capacity, unable to improve

good staff, lacking
roads ...

) If your municipality cannot afford modern waste facilities,

if the environment looks unkempt ...

ficient students ...

\2) If there are tourist opportunities in your municipality but

you cannot attract investment to develop facilities ...

) If there are elderly people in your municipality without
access to proper care, or if there are schools with insuf-

4. Establish a Consultative Group to engage stakeholders
to provide advice and expert assistance when needed.

5. Carry out an analysis of the legal framework and exist-
ing financial incentives and make proposals for amend-
ments.

6. Translate the IMC Toolkit and establish an Expert Group
to adapt it to local circumstances.

7. Organise a Training of Trainers programme and estab-
lish a network of trainers and experts.

8. Consider the organisation development of the LGA so
that it can provide the necessary training and consul-
tancy services and establish an information and com-
munications platform for IMC.

9. Plan a programme of workshops and study visits to in-
troduce IMC to municipalities and help them to develop
robust proposals.

Which are the challenges
and benefits of IMC?

There are many examples of informal cooperation between
municipalities. But cooperation is not easy, especially
where it is more formal. There may be cultural, political
or technical obstacles. Parochialism may trump strategic

thinking and action; the

“IMC benéefits lie in risks may seem exces-
. . L sive; potential partners
mcrea_smg efficiency, may lack the leadership.
eﬁeCt’Venes_s_ ) IMC benefits lie in increas-
and accessibility, ing efficiency, effective-

ness and accessibility,
creating economies of
scale, making good use
of facilities, acecessing ex-
pertise and investment.
Municipal leadership
starts with tackling chal-
lenges and seizing opportunities. But some challenges,
like creating jobs or managing waste, are often too big for
a single municipality, especially a small one. By using IMC
to work with other municipalities, a Mayor can develop the
capacity to tackle the bigger challenges.

creating economies
of scale, making
good use of facilities,
accessing expertise
" and investment.”

... then sharing staff (lawyer, HR specialist, engineer) and
equipment with neighbouring communes or a nearby town
would create capacity.

... then joining up with neighbouring municipalities to establish
and manage a common waste disposal facility would make it
affordable through economies of scale.

... then contracting with a neighbouring municipality to share
the care homes and schools would make better use of existing
facilities.

... then working with neighbouring municipalities to draw up a
common Local Economic Development Strategy will provide
greater opportunities for development.

“You can achieve through IMC what you
cannot achieve on your own”

IMC Manual

The Manual aims at supporting the development of IMC
within local government as a solution to the challenges
faced by many municipalities. It is written for everyone
with an interest in IMC.

The Manual is structured in 7 chapters:
. Understanding IMC

—

. Creating an IMC-friendly environment
. Initiating IMC

2
3
4. Legal forms
5. Financing IMC
6

. Accountability

~

. Deciding on, and implementing, IMC

It brings together a wide range of knowledge about IMC
in Europe and can be used as both a reference tool and
a guide. Most important, however, will be its translation
and adaptation by each country so that it can be used as a
dynamic tool reflecting local circumstances.

IMC Training Library

The Training Library offers 6 modules that contain training
materials for each chapter of the Manual. The materials of-
fer various training techniques: interactive PowerPoint pre-
sentations, role plays, group exercises, buzz groups and
case-studies.

Separately, several training scenarios are set out, ranging
from a ‘business case seminar’ for senior officials of the
Ministry and LGA to a regional workshop to introduce IMC
to interested Mayors. These programmes draw on a selec-
tion of the materials from the various modules.

Understanding IMC
Module The opportunities provided by IMC, the ob-
| stacles to be overcome and the risks to be
managed.

Enabling an IMC-friendly environment
The external factors that are necessary to
support IMC including both the legal and fi-
nancial frameworks and the local standards
that local authorities should develop.

Triggering IMC
The steps that a municipality will need to take
if it wants to launch an IMC initiative.

Choosing a legal form
The different kinds of legal forms that could
be used for an IMC project.

Financing IMC
Module The different financial mechanisms that
Vv would be appropriate for different kinds of
IMC projects.

Accountability
Module The importance of strong and clear mecha-
Vi nisms for accountability to ensure trust and
transparency.
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