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RECOMMENDATION
There is no "silver bullet" solution for helping Cleveland to provide more efficient, more effective, more equi​table, and more credible government. Pushing governments together with full, formal consolidation agreements will not solve many problems. Substantial costs accompany wholesale consolidation, and savings are likely to be small, if obtainable at all. What is required instead is hard work to overcome a variety of barriers to cooperation and to doing things differently. Solutions for Cleveland's ills need to be developed from the ground up. Tackling one issue at a time - be it a cooperative service agreement between governments on operating a personnel department, the merg​er of the City's police and County's sheriff's departments, combined economic development efforts, increased inter​nal efficiency, or increased citizen assumption of responsibility - are the places to start. The preferred approach is small steps, a building of success that may lead to more expansive efforts in the future. 

Since Cleveland will find that there is no single answer, such as wholesale consolidation, to its many questions, it should take several concurrent steps to address its problems. Cleveland City and County, along with CPS and the other municipalities in the area, should explicitly attempt to: 

· Consolidate several service functions 

· Continue to develop greater internal efficiencies 

· Increase individual citizen responsibility for outcomes and 

· Regionally cooperate on selected functions, starting with economic development 

Discussed above are a number of functions that could be consolidated between the City and the County. Undoubtedly there are others as well. Exactly which functions should be combined first requires further study. But there is sufficient evidence to suggest that several consolidations of individual functions should be explored and like​ly implemented. It is only by consolidating one function and then another that sufficient trust will be built to fully exploit this option. 

Success at the city and county level may inspire individual municipalities in the county to further explore func​tional consolidation. Cooperation is built slowly, but it does offer significant benefits to the participants when it is done well. 
The second part of the recommendation is for the City and County to both reinvigorate their efforts at increas​ing their internal efficiency. Both must be more aggressive in their quest for efficiencies. Efficiencies come from providing services with lower costs, not just eliminating services. Fiscal pressure is the largest driver, but taxpayer dissatisfaction may play a larger role this year. Government services must be provided differently and more efficiently. The question to be answered is just how that will be done. It can be done well, both internally and through service consolidations, if the political will is developed.

Thirdly, efforts to bring citizens back into the fold on taking responsibility for themselves and their community must be stressed. This route is not likely to yield short-term savings. But to the degree that citizens can create less expensive problems for government to solve, demands for taxes will be reduced. Many examples of this were given above. These included such steps as leading healthier lifestyles that would reduce health care and health insurance costs, greater parental involvement in children's development and education that would reduce long-term remedial costs and create more self-sufficient adults, and simple things such as being very careful about keeping one's neigh​borhood clean year round so as to avoid expensive special garbage collections in the spring. The list can go on. There are many savings possible; they should be sought.

The fourth element, selective regional cooperative efforts, is also a must. Several subject areas - economic development, storm water, transportation, housing, or tax-base sharing - are important. But the least controversial, and perhaps the most important, is likely to be greater regional cooperation on economic development. The region faces a very challenging future economically. The economic base and the demographics of the workforce are chang​ing significantly. The economy is growing slowly at best. Solutions are not municipal-specific; solutions are mini​mally regional. Cooperation across county boundaries is critical, as is cooperation across state boundaries. The chal​lenge to Cleveland is not coming from the edge cities. It is coming from the East and West Coasts of the United States and from abroad. Parochialism is the problem. Cooperation is the start of the solution. 

Cleveland is at a crossroads in its governing, and it is being challenged by many forces. Wholesale consolida​tion will not address its governance issues, nor will it necessarily address its economic issues. Furthermore, there is no political support or political leadership in favor of full consolidation. Consolidation is not the answer. But Cleveland must take several steps if it is to move ahead on its many challenges. The City and the County should seriously explore and implement functional consolidation of several services. The City and the County should work harder at generating internal efficiencies. The City and the County should join with other organizations to elicit greater citizen responsibility for their own actions and those of their neighbors. And the City and County should become much more engaged with others in the public and private sectors of the seven-county region in such issues as economic development. 

These are not easy assignments. But collectively they will yield greater benefits with fewer costs than any efforts at wholesale consolidation. The world is changing. Cleveland must change as well. If it does so in a thoughtful man​ner, government and citizens alike will benefit. What is required is the development of the political will to proceed. Leaders must be willing to take some chances, and citizens must be willing to have services delivered differently, perhaps to forgo some others, and be willing to contribute to the decline in demand for still others. Most essential: Cleveland must take action today to begin this process.
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