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Contract for Street Maintenance and Repair
Between the Town and Village of Bergen,
Genesee County!

Overview

The Village of Bergen (population 1,103) in Genesee County began contracting for highway
services with the Town of Bergen (population 2,794) in the fal of 1992. December of 1996
marks the end of the fourth year of this contractual arrangement. A copy of the agreement,
ending in December of 1996 is attached to this report. A third two-year agreement is
anticipated, continuing the arrangement through the end of 1998. The village contracts for all
winter road maintenance (snow and ice removal), service for the maintenance and construction
of village streets and sdewaks (including street drainage and signing), and park maintenance
with thetown. Asapart of theinitid agreement, the town hired two former village employees,
one full-time and one part-time. The process has brought about some useful negotiation and
reconsderation of townwide funds used for highway purposes. Rurd towns and villages are
often accustomed to a different level of service. This agreement was tailored to accommodate
differencesin the level of service expected in the village.

| mportance

The potentid for town-village highway cooperation or consolidation is often discussed. The
level of highway service and organizationa cooperation in the town and village of Bergen is
unusud. There are other ingtances where towns have been providing most village road services
for some years. However, because of the length of time since they were initiated, these cases
would not provide the evidence that is needed to explore how to bring about change. The
Bergen case provides fresh information about budget savings, leedership, legd and
organizational change issues that would be useful to other communities considering a changein
highway services. There are about 430 towns in the state that contain one or more villages.
About one-third of these town-village combinations have a smdler combined population than
the Town and Village of Bergen. Given these figures, it is very likely that useful insghts from this
case can be relevant to many other town-village Stuaions.

'Thisisone of six case study reports prepared under contract with the New Y ork State
Department of Transportation (NY SDOT). Thereport isintended to be useful for: relevant
NY SDOT aff, loca government officids and those who staff and advise locd highway
departments. A ligt of al project reports can be found at the end of this document. A draft of
this report was reviewed for general content and accuracy by an involved locd government
officd.



History

In 1992 the Village of Bergen's Public Works Superintendent resigned to take aposition in
another community. The village mayor decided to use this opportunity to take a broader look at
the potentid for changing village service ddlivery. The mayor approached the Town of Bergen's
supervisor to initiate discussions about working with the town to provide highway services.
Town and village representatives had been meeting together asa part of ajoint facility design
project. Inthisjoint project a consultant was hired to examine the potentid for jointly resolving
town and village space needs? Town and village representatives of this joint committee began
to meet during the summer of 1992 to explore ajoint arrangement for providing highway
services.

A number of options were consdered. The options discussed revolved around moving al
highway maintenance, repair and improvement to the town, under the authority of the town
highway superintendent. Village representatives proposed the use of the townwide taxing
authority as ameans of achieving thisgoal. Redtrictions on townwide versus town outsde
village highway taxation made this tranfer possible for winter road maintenance and for highway
equipment funding, but not for road repair and summer maintenance. Since portions of the
work would need to be handled through a contract (road repair and summer maintenance) the
town and village decided to manage dl aspects of the arrangement through ajoint agreement. It
isinteresting to note that a previousjoint town -- village committee concluded in 1979 that the
Town and Village of Bergen should consider merging their highway operations®

2 The Town and Village of Bergen initiated ajoint municipal facility study in 1990. The study
examined options for meeting space needs for public works, adminigrative, public meeting and
other community uses. A joint Municipa Facilities Committee with representatives from both
village and town worked with an outsde consultant in guiding thiseffort.  Early in the sudy the
joint committee began to discuss the potentia for combining certain functions that the town and
village were respongble for.  There was some consideration of turning the study in this direction
asapreliminary sep to examining physicd facility or gpace needs.  While discussions of
functiona consolidation continued to surface the facility study proceeded and afind report was
filedin 1993. Because of the totd cost of the proposed facility options, no action was taken
to build anew joint fecility.

% In 1978 the Village and Town of Bergen created ajoint municipa survey committee. The
purpose of this committee was to evauate the potentia gains of dissolving the village and
consolidating the two governments.  If totd consolidation was not feasible the committee was
directed to evauate the potential for consolidating some services. The committee conducted a
study which andyzed operating revenues and expenditures (not equipment or capita investment)
and was aided in their effort by staff from the New Y ork Department of State. The committee
filed areport in March of 1979 entitled “Report of the Joint Municipa Survey Committee for
the Town and Village of Bergen.” This report indicated that total consolidation of the town and
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Aninitid two-year agreement was signed in October of 1992 to take effect immediately. A
second two-year agreement was signed in December of 1994 to remain in force through
December 1996. A third agreement is anticipated.

Key Issues. Evidence, Analysisand Conclusions

Information about this case was collected in four areas. (1)mutua benefits and codts, (2) loca
government capacity needs and resources, (3)leadership, teamwork and cooperation, and (4)
legd and indtitutiona barriers. Important information in each of these areasisdiscussed ina
Separate section below.

Mutual Benefits and Costs

Loca governments and other organizations cooperate in, contract for or consolidate service
activities because they derive mutud benefits. These organizations will weigh the perceived
costs or disincentives to change againgt perceived benefits in making a decision to cooperate,
contract or consolidate. What were the anticipated benefits for the town and village of Bergen
in entering into this contract? Have these benefits been redized? What were the presumed
costs or disncentives? Have these been realized?

Efficiency. There was agenera sense that by adding personnel, equipment and resources to
the town highway department to handle town and village streets there would be an improvement
in operating efficiency. Both departments were relaively smal. The town agreed to hire one
full-time and one part-time employee from the village as a part of the overdl trangtion. Through
a series of subsequent personnel actions the village workforce was reduced by two full-time and
one part-time postions. Thus there was areduction of one full-time position, in part, as aresult
of the contract. The village made alist of equipment available for town use and suggestions for
maintaining alarger base of town equipment through the townwide highway equipment fund
were discussed.

Both partiesfelt that overtime hours for winter snow and ice control could be reduced by
combining efforts and creeting adightly larger town highway department. By having additiond
gaff the town could create multiple shifts reducing overtime hours and introduce other savings
using the combined fleet of equipment. The increased personnd has enabled the town to go to

village would lead to anet loss based largely on changesin sate and federd aid and that a
sgnificant shifting of tax burden to town outside village property owners would occur.

Some limited cost savings were identified. The report noted that one reason greater savings
were not achievable was because the town and village had a history of working together to
eliminate the duplication of servicesin the past. The mgority of cost savingsidentified werein
highway services. The committee recommended that the town and village consider
consolidating their highway departments.  This action would not result in the loss of ate or
federd ad.



two shifts for snowplowing. Variaion in winter snow conditions makes actud changesin
operating costs hard to establish.

The contract indicates that the village will reimburse the town for dl [abor, benefits,
adminigrative overhead cogts, and supplies and materias and provide the town with
unrestricted use of alist of available equipment. This gppears to be a straighforward
reimbursement for cost of service (with the exception of charges for equipment use). Whilethis
holds for materids, there is no direct connection between labor costs and work performed in
thevillage. The practiceisfor the village to pay the full regular hourly and overtime labor codts,
induding fringe bendfits, for the two former village employees (one full-time and one part-time)
now on the town payroll. This method of reimbursement for labor costs and the absence of
tracking equipment usage for village work diminates the ability to track in aclear way the actua
cods of town provison of the full bundle of village services. Without the ability to track these
cogsit isdifficult to determine changes in costs due to the contractua arrangement. Changesin
operating codts due to improved efficiency would aso be offset in the operating budget by cost
increases for expanded congtruction activity.

Specialization. Ininitiaing this change the village believed that it would leed to improved
specidization in loca service ddivery. Under the previous arrangement the village' s
Superintendent of Public Works had to oversee and have expertisein: the water system, sewer
system, eectric utility, park maintenance, and the street and sdewak system. By contracting
with the town for highway services, village officids believed that the remaining village saff could
focus their expertise and atention on the remaining service arees. There was concern that the
exidting Stuation was leading to a neglect of needed repair and improvement in the village street
network. Conversdly town and village resdents would benefit from alarger town highway
department with road building and maintenance expertise.

The Village of Bergen's water system had recently been taken over by the Monroe County
Water Authority a processthat started in the late 1980s). Thiswas, in part, aresult of action by
Monroe County, which borders the Town of Bergen on the north and east, to sSite alandfill near
the village water syssem’ swellhead. The authority took over the water sysem “asis’ in
exchange for the landfill gting. This change led to a new source of supply and the Village of
Bergen getting totaly out of the water business. This experience encouraged village officids to
look &t the opportunity for specidization in the highway area aswell.

Improved Service and Increased | nvestment. Village officids expected that the new
arrangement would lead to improved winter snow remova and improved management of sireet
maintenance and congtruction. Before the town contract, the village had the experience of
investing congtruction project dollars twice on the same street within afive-year period. They
wanted to improve the qudity and longevity of investment with this change. Asapart of this
improvement village officials expected thet, at least in the near term, increased investment would
be required to “catch up” on needed street congtruction projects. The village has had no formal
pavement management system for rating the condition of village streets. Without such an overdl
rating, it is difficult to assess whether there has been an improvement in overal street conditions



gnce the agreement with the town. Both town and village officids believe that service has
improved under the agreement.

Progress has been made in solving long term problems on severd specific streets.  1n one case,
the town highway superintendent recommended that engineering assistance be obtained to help
clarify and resolve a drainage problem on a village street. An engineering solution was
developed and the town crews will do corrective congtruction work next spring and summer.
The village has dso increased the leved of investment in Street projects Since entering into the
agreement with the town.

Reduction in Equipment. Town and village officias expected to be able to reduce the
combined equipment inventory needed for road maintenance and improvement. Thiswas seen
asatrangtion to be achieved over severd years. Initidly, alist of existing village equipment has
been made available to the town for use in street maintenance and congtruction (seeligin
attached contract document). Overtime it was expected that some of the village equipment
would be sold to the town or sold outright and replaced by new equipment owned by the town
and pad for through funds from the townwide highway equipment fund.

It was origindly expected that severa pieces of equipment currently owned by the village would
not have to be replaced in the inventory. For example, when the contract wasfirgt initiated, old
backhoes owned by the town and village were going to be replaced by one owned by the town.
Thistrangtion isyet to occur. Both gill own the old backhoes. During the coming winter the
town is experimenting with the use of one ton plow trucksto handle village plowing. If thisis
successful it may be possible to diminate alarger plow truck owned by the village that the town
has been usng on villages streets. Thiswould condtitute aminor downsizing in overal
equipment needs. Elimination of this larger truck may prove difficult in continuing to efficiently
haul snow from village areas during large snow storms.

Operating Costs. The cost reimbursement conditions in the contract limit the ability to
evauate cogt savings to the village under the new arrangements.

L ocal Gover nment Capacity | ssues

Loca governments need to have or be able to access the capacity to identify, evduate and
take action on potential, desirable highway service changes. Adequate management and
governance capacity is required to evauate possible changesin service ddivery, sdect an
dternative and then revise or adjust policy and service deivery arrangements. A deficit of
management capacity can limit and frudtrate the ability of decisonmakersto evauate



benefits, costs and other technical issues. |nadequate governance capacity” may lead to
indecison, deferrd or neglect of important opportunities for service cooperation, contracting or
consolidation. Once anew service arrangement isin place locd capacity is required to manage
and maintain the activity.
What advice, information and analysis was utilized in making decisons to move forward with
this opportunity for service cooperation, contracting or consolidation? How did the process of
decisonmaking and policy action unfold in relation to advice information and anadyss? What
kinds of decisonmaking help was desired but not available?

Cogt Information for Decisonmaking. Cost information that would strongly or clearly
indicate savings from the proposed service change was not available for town and village
decisonmakers before the contract was entered into. Thisis not unusua. Accounting records
are generdly not structured to easily andyze the cost of particular service activities. Asaresullt,
town and village officids had to make a decison and try new service arrangements based on
their best sense about the Situation, without clear evidence of savings. Town and village officias
structured their agreement to compensate based on service costs and included a fixed amount
(%$4,000) or consideration for administrative or overhead costs ($4,000 which was added to the
highway superintendents sdlary). These administrative charges were set on alump sum basis
without detailed assessment of actua adminitrative contributions or sharing percentages.
Because of the handling of equipment and manpower expenses the actua cost dlocations and
recordkegping do not permit an ongoing andysis of the full cost of town provision of village
Street services.

Village Administrator Position. The village of Bergen has afull-time village adminigrator.
This position was created in 1990 at the initiative of anew mayor (ected in 1989). Previoudy
Bergen had afull-time clerk treasurer with severd office gaff. A village adminidrator is
somewhat unique for avillage the Sze of Bergen in upstate New Y ork. It can be argued that
the breadth of services provided by Bergen including both water, sewer, and dectric utilitiesis
adso rdaivey unique (less than 50 municipditiesin New Y ork sate have municipaly owned
eectric utilities). Thisraisesthe question if the presence of additional management capacity
provided by the village administrator was a key to making this service ddivery change.

The exigence of this adminidrative position may have been beneficid in preparing needed
information and facilitating the development of agreements, etc., but the initiative for the new

*The useful digtinction has been made between governance and management capacity.
Governance capacity is the ability or extent to which aloca government can effectively
determine what it should do (what the local community wantsit to do) and set organizationd
processes in motion to accomplish, adjust, and evauate organizationa goas and activities. This
would be demongtrated in the ability to make and implement policy, effectively managing the
locd legidative agenda, and maintaining a planning process for future capita investment.
Management and governance capacity are distinct and yet have clear linkages. The smdler the
governmernt the more management and governance are intertwined.



town-village service arrangement came from the village mayor not as a management initiative
from the village adminigrator. The existence of a village administrator may have been an
important factor in the willingness to consder this change. Village leaders with less management
capacity (e.g., without afull-time adminigtrator) may have been more hesitant to initiate this kind
of change given the contract monitoring, communication and other activities required by the new
agreement.

Service Delivery Requirements Village of Bergen decisonmakers were careful to define
and protect village service provision needs and preferences in developing contract arrangements
with the Town of Bergen. The built character of most villages creates service ddivery needs
which are digtinct from those required by the open land character of most town-outside-village
areas. To some degree these differences are areflection of resdentid choice. Many resdents
chooseto live in villages because of the closeness of neighbors and amenities and the
expectation of ahigher level of public services. The converseistrue for those choosing less
dense, rurd, town-outside-village locations. Thisresultsin at least two different bundles of
public service needs and expectations.

In this case, village decisonmakers provided for continued regular curbside brush pickups,
gdewdk repar and maintenance, snow remova and hauling in the village' s downtown ares,
and continued village street sweeping. Each of these services were part of the village service
package and not a part of normd town highway services outsde the village. Street sweeping
continued to be provided by village personnd and brush pickups became ajoint town-village
activity. Sdewalk repair and maintenance and snow removad in centra village areas became
town respongibilities under the contract.

To maintain village service needs care dso had to be taken to ensure adequate town equipment
for snow removd. The town highway department traditionaly used large 10 whed plow trucks
for winter maintenance on town roads. These trucks were too large to negotiate snow remova
on village dreets. The village loaned asmdller (6 whed) plow/dump truck for plow routes in the
village. Thistruck will be replaced with equivaent or smadler equipment on the town’s inventory
in the future.

Handling service related cdls from village residents took some experience to work out the
“kinks.” After sgning the contract village office Saff began referring dl street service related
cdlsto the town offices. Overtime it became clear that the village needed to field these cdlls
and then communicate any needed follow-up with the town highway saff. It wasimportant for
the village to be the primary contact for two reasons. Firg, the village was sill the provider of
dreet servicesin the village even though they were accomplishing this provision contractualy.
Asthe provider, fielding cdls helped keep in touch with citizen stisfaction and need for changes
in the arrangement.  Second, the village had a full-time office staff and was more ble for
ctizenscdls

Mechanismsfor Coordination and Planning. Theinitid town-village contract (item 11).
cdlsfor thetown highway superintendent to “cooperate with village officids, to develop a
dreet/sdewak improvement and maintenance plan and budget estimate.” A smilar annua plan
and budget clauseis contained in the second contract (section 2). and adds that this annual plan
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should be developed in time for town budget planning in the fall and can be amended during
later village budget ddliberations. Thisannua improvements plan deding with “ summer”
maintenance and congtruction activities was the mgor coordinative mechanism put in place to
help manage the agreement between the two municipaities. Winter snow and ice remova and
park mowing were considered straightforward tasks and did not require annua negotiation or
approva of work.

The annud improvement and maintenance plan and budget has not proven to be an adequate
tool for coordinating work under the agreement. Annua plans and budgets have been
developed but the process does not seem to work smoothly. For example, as a part of the
second town-village agreement a bimonthly meeting was established to “discuss and settle any
problems or unanticipated conditions arising out of this agreement” (section 12).. Thisregular
meeting has helped but both parties admit that coordination and communication needs
improvemen.

The current agreement and related arrangements fail to deal with the redl resource congraints
faced by the Town Highway Superintendent in managing and completing two sets of work
priorities. In atempting to “catch-up” on village road rebuilding and new facility devel opment
there are red resource congraints using existing town crew labor and equipment. The costing
process and the negotiation process do not carefully ded with thisissue. Since the villageis not
billed for the direct labor and town equipment use required for village work there is the common
tendency to inflate the expectations of what is possible for both town and village leadership.
The issue of what is“possble’ in agiven construction season has been subject to debate.
Expectations about work accomplishment has led to some conflict between the two boards
over what work should get done. The priority of congtruction work on town and village parks
by the town highway department has been the focus of part of this conflict. The differencein
town and village budget timing may add to the difficulty in planning. Severd partiesindicated
that in effect there are two boards trying to direct the work of a highway department that isled
by an independently eected highway superintendent.

L eader ship

Leadership isrequired to initiate concern over exigting conditions, generate interest in beneficia
change, engage others in service cooperation, contracting or consolidation, and pursue the
opportunity through to a service ddivery solution.

The mayor of the Village of Bergen took the initiative to look for dternative ways to provide
highway services for resdents. He used the opportunity crested by the departure of the village
public works superintendent. In part his motivation was a desire to reduce costs and to
improve service. He built on recent experience with the transfer of the village water system to
the Monroe County Water Authority. Once the initiative was taken by the village, the town
supervisor was awilling and cooperative partner in trying to find ajoint solution. The existing
joint town village facility committee provided a base for beginning discussions of changing
highway operations.



Teamwor k

The nature of the relationship between governing board members and relevant operating
personnd within each involved unit of government isimportant when consdering changesin
savice ddivery. The earlier and more active the involvement of operating personnd in service
delivery condderations the higher the potentid for the identification of successful service delivery
changes involving other governments. Clearly targeted implementable goals, an early focus on
program implementation, and a clear locus of respongbility for action within the organizetion this
(usudly means the designation of akey person or agency with authority and support) have been
identified as keys to successful service delivery change.

Village of Bergen. There appears to have been good cooperation between the mayor, village
board members, and with the village adminisirator during the period when dternative sireet
sarvice arrangements were being consdered. During the development of the contract the public
works staff was in a period of upheava. The postion of public works superintendent was
eliminated (after the incumbent |eft for another job) and a number of other saff changes were
made. Asapart of the agreement two village employees were transferred to the town highway
department. These trangtions were difficult for some involved employees.

Town of Bergen. Asinthevillage, their appeared to be good working relationships between
involved members of the town board and with the town highway superintendent. Town officids
believed that the change in highway responsibilities and the personnd would be a net
improvement and that the experience with the arrangement has demongtrated improvement.

In thiskind of arrangement the town highway superintendent isin avulnerable postion. Thereis
the potentia for town and village board members to negotiate an unworkable agreement. The
superintendent needs to be involved in the negotiations to assure that the arrangement isredistic
and able to be accomplished within existing time and resource condraints. The town and village
assured this*redlity check” by making the highway superintendent athird cosigner of the bi-
annua services agreements. This has proven to be an important point of input and agreement
for the superintendent’ s active involvemen.

Cooperation

Good working reaionships between individuas from involved loca governments will enhance
the opportunity for cooperation. The existence of long term, good working relationships
between governing board members and/or operating personnd in the different involved
organizations will improve the potentid for successful changesin service ddivery that involve
cooperation, contracting or consolidation.

History of Cooperation. Thistown-village agreement built on ahistory of experiencesin
working together. As mentioned earlier, this contract arrangement developed during the
completion of ajoint facilities gudy by the two municipdities. The town and village had a
history of cooperative highway activities between the two municipdities induding: paving,
materid hauling, and other roadwork activities. There is abroad experience with cooperative
and joint activity between the two municipditiesin other aress.
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Continued Refinement. The continued attempt to improve and work at the joint highway
arrangement is evidence of a generdly cooperative environment between the town and village.
The creation of bimonthly meetings and other changes in the second contract demongirate this
desire to continue to work at existing problems and improve service delivery arrangements.

Legal and Institutional Barriers

Some observers bdieve that avariety of lega requirements and regulatory and ingtitutional
barriers exist which can hinder loca government organizations from making changes needed to
cooperate, contract or consolidate when mutua benefits exist which outweigh costs and other
disncentives.

Current law regarding town highway funds and taxing of property ingde the village (or
townwide) created difficulty in arriving a a satisfactory agreement between the Town and
Village of Bergen. Section 141 of the Highway Law provides that atown’s highway budget
shdl congs of four items. #1) repair and improvements of town highways, #2) repair and
congtruction of bridges having aspan of five feet or more, #3) purchase, repair, and custody of
road machinery, and #4) remova of obstructions caused by snow and for other miscellaneous
purposes. By state law, Item #1 can be charged only to resdents of the town-outsde village
area. ltem #2 isacharge payable by resdents of the entire town. Section 277 of the Highway
Law authorizes atown board to exempt dl property within the surrounded village from the levy
and collection of taxesfor Items#3 and #4 of the Town Highway Budget.

Prior to the agreement between the Town and Village of Bergen, the Town charged village
resdents for Item #3 (purchase and repair of equipment), and exempted village property from
item #4 (snow removd). Village officids had for sometime criticized the town for the Item #3
charge on village resdents. It wasfdt that the village was providing dl maor sireet
maintenance, repairs and congruction with village owned equipment. Some minor equipment
sharing practices were acknowledged. The townwide charge for equipment became ared
hindrance during negotiations for a contract with the town for village street work.

While an agreement was finally reached, issues regarding equipment costs, replacement, and
transfer continue to be apoint of disagreement and miscommunication between the two
governments. Thisistruein acircumstance where there is significant good will and cooperative
initiative. The ambiguity caused by these town equipment charges between town and village
governments with less good will would congtitute a Sgnificant barrier. The ambiguity or
perception of unfairness to village taxpayers permitted by current state law can conditute a
sgnificant barrier to the development of cooperative highway arrangements between towns and
villages. Vaious municipad associations have highlighted thisissue in the past as an equiity issue
for town and village taxpayers. Hereit isnoted as a potential barrier to cooperation in
highway services between towns and villages.
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Implicationsfor Other Gover nments

There are about 430 towns in the Sate that contain one or more villages. About one-third of
these town-village comhinations have asmadler totad population than the Town and Village of
Bergen. The Village of Bergen has about five miles of road to maintain (see Village of Bergen
Profile at the end of this report). On a per capitabasisthisis about average for villages with
lessthat 1,700 people (the smaler 50% of New Y ork’svillages). The Town of Bergen hasjust
over 20 miles of road to maintain. Thisiswell below the average town road mileage for towns
of amilar Sze (see Town of Bergen Profile a the end of thisreport). However, the Town of
Bergen has ardatively high percentage of paved town mileage for itssze.

Most villagesin or below Bergen's size range, with 1,990 populations below 1,700, will find
themsdvesin towns with highway departments that manage a much larger road network than
the Town of Bergen. We would expect that these towns would have alarger staffed and more
well equipped highway department, and they will probably have less experience managing
paved road surfaces. This means that many villages with populations below 1,700 and that
currently maintain their own street system may find it beneficid to explore the potentid to
contract with their town highway department for highway maintenance services. The benefit of
such contracts will also depend on other factors such the breadth of other village service
respongbilities, and the 9ze and skills of village s&ff. Smdler villages, like Bergen, with a broad
range of service respongbilities may find it beneficia to contract for highway services to enable
village gtaff to focus on other service aress (e.g., water and sewer services). It isimportant for
these villages to identify the ability and willingness of town highway departments to maintain
paved surfaces and other service characteristics typical of village conditions (e.g., Sdewak
congtruction and maintenance, appropriately sized snow remova equipment, brush pickup,
efc.).

Implicationsfor Legidative and Regulatory Change

This case sudy identified needed change in the state laws regulating the authority of town
taxation in villages for highway purposes. In this case use of townwide taxing authority for Item
#3 for equipment purchase and maintenance was a hindrance for village consideration of
contracting with the town for maintenance and congtruction of village Streets.

Summary of Key Findings

1. Costing Services. Thereisagenera need for improved cost analys's practices and tools
for use by locd governments. Assstance in this areawould prove beneficid for local
governments in assessing opportunities for cooperation and in developing costing
gpproaches to guide contractud relationships. It isaso important to hep municipditiesin
effectively separating operating and capitd investment expenditures.

2. Differencesin Service Delivery Characteristics across Jurisdictions: Contractua
relationships need to dlow for important differencesin service delivery needs and
expectations across different municipdities and community types. A key distinction isthe
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sarvice delivery characterigtics that village officids need to provide in comparison with the
service expectations that are typical in more open-land town outside village aress. (Town
and Village of Bergen).

3. Mechanismsfor Monitoring and Maintaining Agreements. Even well structured
agreements require fine tuning and adjustment over time. Agreements should include
mechanisms (a process for mutua agreement on annua statements of planned work,
regular meetings, etc.).for board members and or operating personnel to communicate and
accommodate need for adjustment and change.

4. Incorporating the Per spectives of Operating Personnel. Governing broad members
benefit from the indghts of operating personnd (village publics works and town highway
gaff) in negotiating service agreements and adjusting them overtime.

Case Study Documents

Beow isalist of al legd, budget and organizational documents collected for the case study.
Documents marked with an asterisk in the list below are gppended to this report.

Bergen Municipd Facilities Committee Study, 1979

Cost Sharing Assumptions and Estimates, May 1996.

Intermunicipa Mesting Minutes Between the Village/Town, March 1996.

* Intermunicipal Agreement Between the Town and Village of Bergen, December 1994.
Draft Intermunicipal Agreement Between the Town and Village of Bergen, June 1994.
Intermunicipa Agreement Between the Town and Village of Bergen, October 1992.
Inventory of Highways Machinery, Tools and Equipment.

Purchasing Procedures, Village of Bergen.

Report of the Joint Municipa Survey Committee for the Town & Village of Bergen, March
1979.

Bergen School Generd Fund, Statement of Appropriations, Expenditures, and Encumbrances,
February 1993.

Tentative Village/Town Contract Schedule, July 1, 1994 - December 31, 1994.
Town and Village Meeting Minutes, June 1996.

Town and Village meeting communications (various undated meeting notes).
Town of Bergen Budget for 1996.

Town of Bergen Budget for 1994.

Town of Bergen, General Fund Appropriations, Summary 1989.

Town of Bergen, Winter Notification Procedures.
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PersonsInterviewed

Bob Lichtenthd, Adminidrator, Village of Bergen

James R. MacConndl, Mayor, Village of Bergen

Michad Stall, Supervisor, Town of Bergen

David C. Roggow, Highway Superintendent, Town of Bergen
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Town of Bergen Information Profile
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Village of Bergen Information Profile
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Other Project Reports

Overview of the Case Study Project

Thisreport is part of alarger research project funded by the New Y ork State Department of
Transportation (NY SDOT). The Department sought proposals on the “ Cost- Effectiveness of
Consolidating Government Highway Services” Theissue of jurisdictiond redignment,
combining units of government, was not to be the focus of the study. NY SDOT was interested
in identifying both service functions that are gppropriate for consolidation and methods of
achieving this consolidation. The Department wanted to identify the indtitutional and political
barriers that adversdly affect decisons based on economic factors and to suggest methods for
dedling with such barriers (including recommendations for change in state laws and regulations).
To achieve these goals a case study design was proposed by the investigator and selected by
NYSDOT. A Project Advisory Group (PAG) was recruited to give advice on the selection of
case sudies. PAG membersincluded atown highway superintendent, acounty highway
superintendent, aNY SDOT regiond maintenance engineer, astaff member from a metropolitan
planning organization, staff from the Corndl Locd Roads Program, and a staff member from
the New York State L egidative Commission on Rura Resources.

A mail survey with telephone follow-up was conducted in the fall of 1995 to identify cases of
intergovernmental cooperation in the provision and production of highway services. A li of ten
examples were sdlected for possible case sudy analysis and refined through consultation with
the Project Advisory Group and the NY SDOT Consultant Manager. Six case studies were
conducted and the final reports are included in the list of reports below.

A review of current reports and findings on existing statutory and regulatory barriersto service
ddivery cooperation was also conducted as a part of this project. The results of this review
were combined with relevant findings from the case sudies in areport on barriers and
recommendations for change. See the summary report or executive summary listed below for a
review of the projects overdl findings and recommendations.

List of Project Reports

Case Sudy Report: Suggested Cases of Highway Cooperation and Consolidation for
Further Study. Michael Hattery and David Kay. Loca Government Program, Department of
Agriculturd, Resource, and Manageria Economics, College of Agriculture and Life Sciences,
Cornell University. November 9, 1995.

Appendix to Case Sudy Report: Data Base of Cases Identified through the Interview
Process. Michael Hattery and David Kay. Loca Government Program, Department of
Agriculturd, Resource, and Manageria Economics, College of Agriculture and Life Sciences,
Cornell University. November 9, 1995.

Case Design Report: Research Design for Cases of Highway Cooperation and
Consolidation. Michad Haitery. Loca Government Program, Department of
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Agricultural, Resource, and Manageria Economics, College of Agriculture and Life Sciences,
Corndl University. May 15, 1996.

Contract for Sreet Maintenance and Repair between the Town and Village of Bergen,
Genesee County. Cooperative Highway Services Case Study Report Number 1. Michael

Hattery. Locd Government Program, Department of Agricultura, Resource, and Managerid
Economics, College of Agriculture and Life Sciences, Corndl University. December, 1996.

Chautaugqua County Bridge Program. Cooperative Highway Services Case Study Report
Number 2. Michael Hattery. Loca Government Program, Department of Agriculturd,
Resource, and Managerid Economics, College of Agriculture and Life Sciences, Cornell
University. December, 1996.

Cayuga County Vehicle Maintenance Pool Service to the City of Auburn. Cooperative
Highway Services Case Study Report Number 3. Michael Hattery. Loca Government
Program, Department of Agriculturd, Resource, and Managerid Economics, College of
Agriculture and Life Sciences, Corndl Universty. December, 1996.

Town of Esperance Contract with Schoharie County. Cooperative Highway Services Case
Study Report Number 4. Michael Hattery. Loca Government Program, Department of
Agricultural, Resource, and Manageria Economics, College of Agriculture and Life Sciences,
Corndl University. December, 1996.

Jefferson County Contracts With Towns for Major Improvements. Cooperative Highway
Services Case Study Report Number 5. Michagl Hattery. Loca Government Program,
Department of Agricultura, Resource, and Manageria Economics, College of Agriculture and
Life Sciences, Corndl University. December, 1996.

Fostering Exchange with Local Governments: New York State Department of
Transportation Region 7 Office of the Regional Maintenance Engineer. Cooperative
Highway Services Case Study Report Number 6. Michael Hattery. Loca Government
Program, Department of Agricultural, Resource, and Managerial Economics, College of
Agriculture and Life Sciences, Corndl Universty. December, 1996.

Recommendations for Legislative and Regulatory Change to Promote Highway Service
Cooperation and Consolidation. Duane Wilcox, Michael Hattery, and Kevin Crawford.
Loca Government Program, Department of Agricultural, Resource, and Managerid
Economics, College of Agriculture and Life Sciences, Cornell Univergity. December, 1996.

Summary Report of Case Sudy Findings and Recommendations for Legidlative and
Regulatory Change. Michael Hattery. Locd Government Program, Department of
Agricultural, Resource, and Manageria Economics, College of Agriculture and Life Sciences,
Corndl University. December, 1996.

Project Executive Summary. Michagl Hattery. Locd Government Program, Department of
Agricultural, Resource, and Manageria Economics, College of Agriculture and Life Sciences,
Corndl University. December, 1996.
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