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Overview

Thisreport isone in a series of products written for individuals who want to make intelligent
transportation systems (ITS) happen; those who want to use advanced technologies to deliver
government services more effectively and more efficiently. It illuminates the insights and
expertise of transportation professionals who are implementing I TS projects across the United
States.

This report will help officials who currently are developing ITS in their location to accomplish
their objectives by providing specific examples of what worked in other areas. The information
that is presented also will allow officials who are considering deployment in their area to enter
into the process from an informed perspective. Thiswill enable them to make better, more
knowledgeable decisions relative to their expectations, and consequently, their planning and
development of ITS. By understanding what they may experience in later steps, project
developers will have the opportunity to do things differently in earlier steps.

This report was designed to allow you to navigate through it easily and to facilitate the use of the
information contained in it. Clicking on any blue text will link you to the referenced item. For
example, if you are interested in a specific topic, then, from the Table of Contents, you can click
on the Approach that discusses that topic, and that Approach will be brought to the screen.
Similarly, when bookmarks are shown in the frame on the left of the screen, you can click on one
to move to another location in the document.

This report contains several deployment aids. The appendices record material that has been
developed and used successfully within ITS projects. These appendices are referenced
throughout the text of the report. Whenever information contained in an appendix is discussed,
the appendix number follows the discussion. The appendix can be viewed by clicking on the
appendix number. An appendix can also be viewed by clicking on the Appendices Button on the
Home Screen and then by clicking on the appendix number or name in the List of Appendices.
Using the standard copy and paste functions, you can effortlessly move information from these
appendices, such as specific contract wording, to any document that you are producing.

Also, thereisatable of questions at the end of each section. These questions are presented to
elicit consideration of steps that may expedite the development of ITS in your region. These
tables are also grouped together at the end of this document so that all the tables may be printed
at onetime. Clicking the Tables of Questions button on the Home Screen or the bookmark will
bring you to this grouping.

If you are not familiar with using Acrobat Reader, click the Help Button on the Adobe Toolbar at
the top of the screen and then click on Reader Online Guide to receive help.

The authors and sponsors of this report hope that this information will prove helpful as you set
out to plan, design, and deploy intelligent transportation systems in your community.

RETURN TO HOME SCREEN
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M. Powers, and Dana Larkin from EG& G Services. Dr. Joseph I. Peters, the JPO’s Program
Assessment Coordinator, guided this review.

Thisreport is intended as a tool to encourage dialogue among members of the ITS community
that will further promote the deployment of ITS. The authors encourage feedback on this report
and on the resources identified herein. They would appreciate learning of other examples of
successful approaches taken to deploy ITS. Also, they acknowledge that the documents cited as
references and resources and those included in the appendices are not the entire set of available
material and, therefore, would appreciate receiving notice of other material that facilitated the
deployment of ITS. Readers who want to contribute comments, additional examples, and other
material should contact the Vol pe Center:

Project Manager for

ITS Program Assessment Support
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Executive Summary

On February 26, 1996, the United States Department of Transportation (U.S. DOT) issued a
request for participation in the Intelligent Transportation Systems (ITS) Model Deployment
Initiative (MDI). The goa of the Initiative was to create “model deployments’ of ITS that
supported integrated transportation management systems and featured a strong, regional,
multimodal traveler information services component. The MDIs were envisioned to be
demonstrations and showcases of the measurable benefits resulting from the application of an
integrated, region-wide approach to transportation management and the provision of traveler
information services. The first model deployment initiative focused on metropolitan locations,
and four metropolitan sites were selected: Phoenix, Arizona; San Antonio, Texas; Sedttle
Washington; and the New Y ork-New Jersey-Connecticut Metropolitan Area.

The U.S. DOT’sITS Joint Program Office (JPO) is responsible for conducting the evaluation of
these four metropolitan MDI sites. One study area of this evaluation is the Institutional Benefits
Study, which is being conducted by analysts from the U.S. DOT’s John A. Volpe National
Transportation Systems Center (Volpe Center). The purpose of the MDI Institutional Benefits
Study isfivefold:

Assess actions taken to overcome institutional constraints

| dentify the benefits of taking these actions and the investments needed to reap these
benefits

Document lessons learned

| dentify successful strategies that representatives of state and local governments can
follow in planning and deploying I TS products

Provide examples of legislation, policies, procedures, and structures that facilitated the
deployment of ITS.

Study Design

To identify and evaluate the institutional structures and working relationships associated with the
deployment and integration of ITS products and services at the MDIs, the Volpe Center staff
visited the AZTech (Phoenix), iTravel (New Y ork-New Jersey-Connecticut), Smart Trek
(Seattle), and TransGuide (San Antonio) MDI sites and interviewed 59 representatives of public
sector agencies. These representatives were involved in various aspects of the MDIs from policy
making to program management to technical and administrative support. They included agency
managers, program and project administrators, engineers, planners, attorneys, contract
specidlists, and public safety officials. The information included in this report is based mainly
upon the perspectives of the MDI participants but also includes other insights that were gained
by the analysts from areview of documents from the MDI sites or through other work in
assessing I TS deployments.
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Volpe Center analysts examined the institutional and other nontechnical impediments that public
sector participants encountered in deploying ITS, changes made to address these impediments,
benefits of making these changes, and the costs associated with them. They then analyzed this
information with respect to its applicability to other metropolitan areas that are developing and
deploying ITS. Thisled to the identification of nine approaches that were used successfully by
the public sector participants at the MDI sites and other locations that representatives of other
metropolitan areas may use to facilitate deployment.

Target Audience

The audience for this report comprises the individuals who want to make I TS happen; those who
want to use ITS technology to deliver government services more effectively and more efficiently.
This audience includes representatives of public sector agencies in metropolitan areas who have
begun deployment of ITS or who are considering deployment.

The information in this report will help officials in locations that are already developing ITS to
accomplish their objectives by providing specific examples of what worked in other areas. The
information in this report also will alow officials in areas that are considering deployment to
enter into the process from an informed perspective and to make better, more informed decisions
relative to their expectations and, consequently, their planning and development of ITS. By
understanding what they may experience in later steps, project developers will have the
opportunity to do things differently in the first step.

Because of the nature of ITS, this audience embraces both traditional and non-traditional players
in the trangportation arena. The traditional players include managers, transportation planners,
traffic engineers, and transit operators in state, county, and municipal agencies and metropolitan
planning organizations (MPOs). The non-traditional players include public safety officials, legal
and administrative staffs, and others who can act as catalysts in the deployment of ITS.
Representatives of the private sector who are interested in working with the public sector in
deploying ITS will aso benefit from the information contained in this report.

Findings

The examination of the institutional benefits of the AZTech, iTravel, Smart Trek, and TransGuide
MDI programs illustrates that the successful approaches found in one of the programs may, in
many cases, be found in the others aswell. For example, participants in one of the MDI sites
stressed the need for a strong regional perspective as an essential quality: “ The application of a
regional perspective to ITS projects allows project participants to cross jurisdictional boundaries,
both geographic and modal.” However, upon closer examination it becomes clear that this
approach applies to the other MDI sitesaswell. In fact, this characteristic — the presence of a
regional perspective — isafacilitator of ITS among the MDI sites more than a distinctive quality
of one particular site. In addition, representatives from three sites recognized the importance of
involving operations and management staffs in the planning stages of the MDI program. While
some participants came to this realization in retrospect and others while they were still in the
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planning stages of the programs, this positive approach was discussed repeatedly as essential to
the smooth operation of the project. Finally, participants of each of the MDI sites identified the
importance of developing a regional management structure. Within this, they recognized the
value of assigning roles based upon the strengths of the participants as especialy significant to
the progress of the program, particularly in the early stages of program devel opment.

This similarity of the approaches among the MDI programs suggests that such characteristics are
highly facilitative, if not requisite, of successful ITS programs. The fact that the same
approaches are found in each of these metropolitan areas, which have each successfully
implemented an ITS program, indicates that these approaches have contributed to the success of
these programs.

There were benefits and costs associated with each of the nine approaches. Usually discussed in
gualitative terms, these benefits and costs were consistent across the four MDI sites. Not
surprisingly, one cost, staff time, was associated with all nine approaches. The benefits and
costs of taking specific actions are presented in the discussion of the approaches. (To avoid
repetition, the cost of staff time is not mentioned in the discussion of al of the actions with
which it is associated.)

Deployment Aids

The Institutional Benefits Study makes these approaches available to other metropolitan areas.
This Study makes it possible for metropolitan areas who are considering deployment of ITS to
take advantage of steps that have been proven to work in the MDI sites. In the full report, there
isatable of questions at the end of each section. These questions suggest actions that were
identified from the analyses of ITS development processes as well as from interviews with
representatives of public sector agencies deploying ITS. These representatives have described
these actions as facilitating their projects. They are presented in the form of questionsto élicit
consideration of steps that may expedite the development of ITS in your organization. The
guestions are not intended as blanket recommendations. Rather, they are acknowledgments of
actions that have proven useful to existing I TS projects which may assist you as you plan for
ITS.

Not every action described in the questions has been adopted by every organization activein
deploying ITS; nor will each question be relevant to every organization preparing to implement
ITS. In some cases, agency representatives identified these actions in retrospect, as steps that
would have aided the process of deploying an ITSin their jurisdiction. In these cases, the
organizations that are considering deploying ITS are able to benefit from the experience of those
who have gone before them. By learning what others wished they had done differently, you may
apply the lessons learned in other areas to your own organization and projects.

When applicable, the refer ences used by the analysts in writing the section follow the table. A
list of resour ces pertinent to the topic of the section comes after the references. The information
contained in the publications listed as references and resources furnish a wealth of knowledge
already accumulated within the ITS Program.

Xi
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Appendices relevant to the topic of the section are referenced within the text of each section.
The documents and other material included in the appendices are examples of instruments that
have been developed and used successfully within ITS projects.

Successful Approaches

Based on the information gathered during the Institutional Benefits Study, the study team
identified nine approaches, or categories of actions, which facilitated the deployment of ITS
products and services. These approaches are not mutually exclusive; in many cases, an action
described in one approach is mentioned in another. These actions are so fully embedded into the
organizational arrangements and relationships that support the successful progress of the MDI
programs that identifying the actions as specific and distinct pieces was not practicable.

The actions described in these approaches have been used at the MDI sites and other locations
and allowed for the successful deployment, operations, and management of ITS. Identifying and
applying these actions are important steps in advancing the deployment of ITS in other
metropolitan areas.

The nine approaches are listed in an approximate chronological order. The first four address
planning and gaining support for ITS activities. The next two speak to developing a process to
manage and staff the ITS activities. The final three apply to the actual implementation of the
ITS.

1. Develop a Regional Perspective

Each of the four MDI sites has successfully adopted aregiona perspective for the use of
intelligent transportation systems. A regional perspective means that project participants view
projects from the standpoint of the other project participants as well as their own. This outlook,
which fosters a more cohesive outlook on the project from all involved, is the element that best
facilitates the development of the ITS products and services. Developing aregional perspective
encompasses taking specific actions, and each of these actions carries distinct benefits and costs
that are associated with the creation of aregional perspective.

Build on Existing Relationships

The benefits of using existing institutional relationships in ITS projects include reduced
time to develop trusting relationships, use of institutional memory and knowledge gained
in previous projects, reduced time to overcome institutional barriers, and the ability of
partnerships to grow quickly.

Involve Non-traditional Players

The use of non-traditional organizations as participantsin ITS projects allows the project
to obtain the fresh perspectives and insight, as well as the knowledge, expertise and

Xii
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information of those participants. In addition, the inclusion of non-traditional
participants, such as private providers of transportation and information service
providers, increases the availability of transportation information in the region as well as
an organization’ s ability to distribute information to customers. These players aso
increase the comprehension of the activities of non-traditional participants.

Another aspect of involving non-traditional playersis the fostering of coordination
between public works and public safety agencies. A benefit of this action is that
participants become more aware of each other’s concerns and responsibilities. This
coordination also increases consideration of others' concerns when making incident
management decisions and helps to identify and respond to incidents more quickly.

Develop a Shared Vision

Articulating a shared vision increases the probability of the project’s achieving success,
facilitates long-range support from current and potential participants, increases interest in
a coordinated management of the transportation systems, and eases the transition from
the devel opment to the operations and management of the system. Thisvision may aso
provide the traveling public with a seamless multi-modal system, more accessible and
better traveler information, increased safety, managed and improved traffic flow, reduced
congestion and emissions, and reduced emergency response time. The costs of
articulating such a vision include the management and staff time to attend numerous
meetings required to develop vision.

Augment Existing Systems

The participants at the MDI sites built on the existing infrastructure and enhanced it.
They recognized that by expanding existing systems to the fullest extent possible and
integrating these systems, better and more accessible traffic and transit data would be
provided, which in turn, would promote a better transportation system.

2. MakelTSVisble

Explicit public awareness and support for ITS must be garnered in order for ITS programs to
achieve widespread acceptance. Essential to this support is visibility, which contributes to the
support of TS among the general public, policy makers, public sector representatives, and ITS
participants. Specific actions that facilitate this visibility are inherent in the process of making
ITSvisible. Each of these actions carries distinct benefits and costs that are associated with
increasing the visibility of ITS.

Reach Out to the General Public

Viewing the traveling public as the customer is a key function and assures that the ITS
program will focus on providing a good product for the public and that individuals of all
income levels will have access to information provided by the product. In addition, the
public’s positive reaction to I TS projects, as identified in focus groups, bolsters

Xiii
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management support of ITS projects. The costs of reaching out to the genera public
include the time and effort to promote inclusion to management and staff and the cost of
conducting focus groups and surveys.

Another component of reaching out to the general public is ensuring that traveler
information is accessible, easy to use, and accurate. The benefits of this affirmation
include positive visibility and public support. The costs of providing ITS information to
the general public include the possibility that inaccessible ITS information during an
incident may damage public support.

Facilitating a public relations campaign to reach the general public increases public
support through heightened visibility and understanding of 1TS and support from policy
makers and upper management. Additiona benefits of a public relations campaign
include the ability to manage public expectations and privacy concerns, free exposure on
local radio and television media, and the ability to use video images, which exert
immense influence on the public. The costs of such a campaign include costs of various
media and the system or functions required to deliver information to news outlets by
reports or video feeds.

Gain Support from Policy Makers and Upper M anagement

Educating management to ensure buy-in over time is elemental to gaining support from
policy makers and upper management. It resultsin the facilitation of future changes to
transportation policy, the “mainstreaming” of ITS, which leads to greater visibility and
support, and the creation of an acceptance level for ITS, which eliminates the need for
continual management buy-in once support isin place. The costs of this education
include the materials used to promote I TS accomplishments.

The use of interagency groups and committees, which are inherent to the effort to gain
upper management support, provides the benefits of contact, coordination, and visibility
among partners, as well as facilitation of attracting additional partners.

An underlying effort in gaining support from policy makers and upper management is
participation in national scanning reviews and conducting tours of local facilities. The
benefits of participation in these reviews include increased visibility and support for ITS.
The costs of these tours include management time in participating in scanning tours and
staff time in conducting tours.

Developing an ITS champion or strong group of believers also provides significant
benefits. They include increased and persistent visibility through the education and
selling of ITS to directorate-level management, potential new partners, and legidators.

Involve Metropolitan Planning Or ganizations

Involving the MPO in ITS is an important aspect of making ITS visible. The benefits of
this involvement include the ability of the MPO to use ITS in meeting its objectives, due
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to the similar purposes of metropolitan planning and ITS. Additional benefits are
increased visibility of 1TS through exposure of the MPO'’ s diverse membership,
incorporation of ITS into the MPO’s metropolitan planning process, and coordination
between public and private sectors. Providing the MPO policy board with ITS
information, which is inherent to involving the MPO in ITS, allows the board and
committees to make more informed decisions and members to gain an understanding of
ITSand itsuses at local and regional levels.

Making staff knowledgeable about I TS assures the consideration of 1TS solutionsin the
metropolitan planning process, identification of 1 TS strategies appropriate to the region,
and assistance to state and local planning agencies. The costs of this action include
training costs.

Taking advantage of MPO forums increases visibility of TS within the genera public by
allowing ITS projects access to the outreach and public participatory structure of the
MPO. Another benefit of taking advantage of these forums is the access they provide to
private transportation providers and other private firms.

Encour age Staff I nvolvement

Public sector staff must be shown how ITS will help them to do their jobs more
effectively. This action bolsters their support of new technologies, encourages staff to
identify improvements to systems and organizations, ensures long-term success, and
helps overcome some employees' reluctance to change. The costs associated with
demonstrating how ITS can assist staff members include management and staff time and
training costs.

Involving operations and maintenance staff and system usersin ITS development,
purchase, and deployment is elemental to creating a sense of ownership among the staff.
This action ensures that systems will be used as intended, the successful upgrade and
expansion of systems, and the reduction of staff concerns involving various issues, such
as increased workload and union issues. The costs of such involvement include facility
costs.

Encouraging staff from different functions to work together allows each group to provide
insight into system design, sharing of knowledge, and improvement of public safety and
inter-agency mediarelations. The costs associated with different staffs working together
include facility costs.

3. Understand the Nuances of Partnering

ITS program proponents have long recognized the wide-ranging benefits of partnering. Through
experience gleaned during operational tests and other ITS projects, they have also recognized the
challenges and non-technical constraints that often arise when assembling and working within a

partnership. Entering into a partnering relationship with the knowledge and understanding of the
possible hindrances that may arise contributes to the neutralization of those hindrances. Included
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in the process of understanding the nuances of partnering are actions that foster that knowledge.
Each of these actions carries specific benefits and costs that are associated with understanding
the nuances of partnering.

Recognize that Participants Have Differing Objectives

Cultivating an understanding of the missions of the organizationsinvolved in ITSis an
important element to recognizing the different objectives of those participants. This
understanding enhances the partnership, furthers the goals of the participants, illuminates
that the project is a natural reflection of the missions of the participants, and leadsto a
mutually accepted working relationship.

Realize it Takes Timeto Develop Trusting Relationships

Allowing new relationships time to develop permits trust to grow among the participants.
It also encourages parties to feel that they will benefit from the integration of ITS and the
sharing of data.

Define Explicitly the Roles and Responsibilities of the Parties

Making explicit determination of the roles and responsibilities early in the life of the
project enables project managers to assign work to participants that is consistent with
their basic missions and allows the project to benefit from the strengths of individual
participants. These determinations also address sensitivity over |eadership versus
supporting roles and highlight how risks will be shared.

The benefits of identifying which functions will remain with the public and private
sector, which isinherent in the definition of roles and responsibilities of the parties,
enables private sector representatives to plan their involvement in functions that will
satisfy their business objectives.

Provide Incentives for Participating

Illustrating the benefits of 1TS to participants enables public sector representatives to
recognize how the project will improve their operations and service to their constituents
and realize that achieving aregional goal will provide benefits to individual jurisdictions.
It will also enable the private sector to understand how the project will advance their
business objectives.

The development of a market for ITS products and services is an incentive that will
encourage private sector participation. Greater involvement of the private sector means
more traveler information will be provided to the traveling public, which will lead to an
improved transportation system. The costs of developing a market for the private sector
include management and staff time, the potential requirement of support from
consultants, and the potential loss of revenues for the public sector.
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Establishing policies and procedures that alow partnering arrangements that are
developed at the proposal stage to be continued in the design and development stage
eliminates the time required to develop new, trusting relationships and the encouragement
of private sector participation. In addition, the risks assumed by the private sector are
reduced, and the continuity of processes is assured.

4. Plan for Long-term Operations and M anagement

Planning for long-term operations and management of I TS projects and systems ensures the
continued success of these activities beyond the life span of the project. The inclusion of long-
term maintenance into I'TS project plans requires participants to take initial steps with foresight
and care. Inherent in the process of planning for long-term operations and management are
actions that contribute to that planning. Each of these actions carries specific benefits and costs
that are associated with this planning.

Maintain the Support of Participants

Demonstrating that projects further the goals of participants, which is elemental to
maintaining the support of participants, provides an incentive for participants to remain
involved. It aso ensures that the investment made to I TS projects continues to reap
benefits long after it is made.

Another element of planning for long-term operations and management is ensuring that
benefits and costs are distributed equitably. A benefit of this assuranceisthat it provides
an incentive for participants to remain involved in the project. The development of an
appropriate business plan was one method cited to help maintain the support of
participants. The benefits of a business plan include the explicit presentation of
commitments, goals, and expectations of the project and the recognition of key issues
before they become barriers.

Build Support of Field Staff, Users, and Operators

Involving employees as much as possible as part of building support among staff, users,
and operators instills a sense of ownership for these representatives. Involvement also
develops staff appreciation and a sense of pride and ensures acceptance, use, and long-
term maintenance of systems. The costs of this involvement include staff time to work
with other staff and to train other users, training for tutors, maintenance training, and
possible missed opportunities for staff to work on other projects.

Including operations and maintenance staffs in the design, build, and implementation
stages develops a close relationship between design and build staffs and operations and
maintenance staffs. Thisinclusion also allows a smooth transition from the design and
build stages to the system operations stage and allows for more accurate reporting and
quicker resolution of problems.

XVii



SUCCESSFUL APPROACHES EXECUTIVE SUMMARY

Facilitate Private Sector | nvolvement

The benefits of developing specific opportunities for private sector involvement include
the ability to take advantage of the unique strengths of the private sector, such as public
relations and outreach, marketing, systems integration, provision of information, and the
potential assurance of the long-range success of the project. The costs associated with
developing these opportunities include staff time to engage the private sector,
identification of incentives for the private sector, development of a market for ITS
products and services, and potential loss of revenue by public sector agencies.

5. Develop a Regional Management Structure

Regiona management structures are often achieved through an evolutionary, as opposed to a
negotiated, process and are often based on the demands of previous interagency projects, existing
relationships, and the needs of the partners. Where parties have built on existing organizational
models, regional ITS management structures have come about rapidly, allowing for projectsto
develop without time delays and institutional impediments. Inherent in the process of identifying
aregiona management structure are actions that contribute to the creation of such a structure.
Each of these actions carries distinct benefits and costs that are associated with identifying this
structure.

Assign Roles Based on the Strengths of the Participants

Evaluating the existing capabilities within the partner agencies allows the proper
assignment of roles within an ITS program. It also ensures that agenciesfill roles that are
compatible with their primary missions.

Determining the lead agency or agencies, another element of the assignment of roles,
ensures efficient procurement and guarantees that compatible technol ogies are employed.
The determination of lead agencies also avoids duplication of effort and allows for
additional projects to be easily incorporated into existing management structures.

Establishing technical and executive committees to evaluate agency roles is another
element of assigning roles based on the strengths of participants. The benefits of these
committees are that they establish political feasibility with buy-in from various agencies
and jurisdictions, lead to cooperative efforts with the proper division of activities, and
enhance long-term commitments to keep I TS maintained and operational.

| dentify a Full-time Project Manager and Give the Manager Authority

The benefits of dedicating a full-time project manager are numerous: this person manages
the increasing ITS project load, brings a vision that moves projects from conception to
implementation, and provides a point of contact for the project development team and
contractors. A full-time project manager also advances institutional relationships with
other agencies and may identify additional resources and opportunities for ITS. The costs
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of afull-time project manager include the staffing cost for a high-level administrator, a
potential upper management vacancy, staff reorganization costs, and possible new staff.

Dedicate Other Support as Required

Dedicating additiona staff as needed ensures coordination and efficiency, which leads to
successful ITS programs. Additiona staff also provide supplementary operators,
administrative support, and programmers, who facilitate successful project
implementation, as well as specialists who help bring technical tasksto fruition. The
costs of dedicating staff include taking management and staff time away from other
programs, adding consultant costs for some project management functions, and creating
potential vacancies in existing staffs or adding responsibilities to other staff workloads.

Develop an Appropriate Committee Structure

An effective committee structure allows for specific troublesome issues to be addressed
and solved, aids the management and direction of TS projects, and facilitates defined
lines of authority that are critical with the numerous agencies and diverse technologies
involved. A committee structure also ensures the development and on-going
coordination of ITS programs and encourages cooperation, which lead to seamless,
regional, easy-access, multimodal traveler and traffic information. Finally, a proper
committee structure increases communications among agencies which could lead to the
creation of additional projects through the blending of existing projects and technol ogy
transfer.

6. Facilitate ITSwithin Your Organization

Facilitating the planning and development of ITS in aregion often means making changes within
the organizations that are pursuing ITS. These changes allow the agencies to adapt to the
requirements of 1TS projects, both relative to workload and dedication of staff. Once achieved,
however, reorganizations inevitably result in improvements to the participating agencies as they
develop ITS projects. Inherent in the process of facilitating I TS within an organization are
actions that contribute to that facilitation. Each of these actions carries distinct benefits and costs
that are associated with this facilitation.

Consider Organizational Changes

The management of some public sector agencies created an ITS Coordinator position
which increased visibility of ITSin the region and agency. The costs of this position
include upper management approval to create new positions and funding to maintain
them.

Defining roles and dedication of staff to the project results in functional improvements in
the agency; creates momentum, visibility, and institutional memory; and allows
experience and lessons learned to be applied to later projects. The costs of defining roles
and dedicating staff to the project include the potential for expenditures to be limited for
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non-1TS activities, the requirement for approval by upper management, potential for the
need for additional positions, and the possibility that standard operating procedures may
have to be modified.

The management of some agencies also decided to incorporate I TS activity into current
staffing levels. This action meant that no additional staffing costs arose and staff
knowledge regarding I TS equipment and applications was added. The costs associated
with incorporating ITS into current staffing levels include an increase in work load to
staff assigned to ITS, missed opportunity for staff to be working on other projects, the
possible requirement for staff training to gain skills that are required for ITS projects, and
the need for additional staff time as I TS projects move from planning to operations.

Assess SKills and Staffing Requirements

The benefits of taking an inventory of skills and staffing include an appraisal of the
impact of the ITS project on current staffing levels and identification of current gapsin
skills required to implement the project, which leads to a plan to obtain these skills.
Additional benefits of this assessment include the determination as to which agencies can
best fill the staffing and skill needs without depleting the resources from one single
agency and identification of skills that may be required in the future as ITS products and
services are implemented.

Adjusting staffing, a potential element of assessing skills and staffing, facilitates
successful implementation of the project. The costs of adjusting staffing include those to
fill additional staff positions or hire outside support and those associated with re-
deployment or re-scheduling of staff. Cross-training staffs, another element of assessing
skills and staffing, allows staff in one discipline to gain knowledge of another discipline
and experience improved communications. The costs of cross-training staffs include
training costs and staff time as well as possible movement of public sector staff to the
private sector.

Address Training Needs

The benefits of taking an inventory of training needs include the identification of current
training requirements, the most appropriate methods of training, and training that may be
required in the future. Additiona benefits of atraining inventory include the creation of

aplan to obtain training and a determination of whether multiple agencies may share the
training costs.

Providing training is the outcome of addressing training needs. Benefits of providing
training needs include development of required skills, maintenance of staff confidence,
ability of employeesto use the system to the fullest possible extent, additionally
integrated working relationships, and an enhanced exchange of information. The costs of
providing training include training costs, possible movement of public sector staff to the
private sector, and potential alienation of staff who are not included in training. The
benefits of providing internal training include that trainers are familiar with the
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procedures of the agency and can relate that knowledge during training. The costs of
internal training include staff time, possible overtime, and potential redeployment costs
of staff and equipment, i.e., emergency response vehicles.

Including atraining requirement within a contract is a potential element of addressing
training needs. The benefits of including such a requirement include the identification of
a strategy to circumvent reduced training budgets, ability to train alarger number of staff,
reduced travel costs, and the elimination of the need for additional procurement to
acquire training.

Involving operations and maintenance staff in acceptance testing reduces training costs.
The costs of involving operations and maintenance staff are staff time and possible
overtime. Visiting other sites give staff the value of viewing the manner in which other
systems are performing; costs include staff time and travel costs.

7. ldentify Appropriate Procurement Mechanisms

I TS participants have found that the traditional approach to procurement is often too restrictive
when contracting for the rapidly evolving technologies and systems that make up ITS. They
indicate that changes to legidlation, policies, or procedures may be necessary to allow the parties
flexibility to use the most appropriate procurement method, as determined by the needs of the
project. For those who are in the beginning stages of an ITS project, it is useful to recognize the
actions that enable participants to identify and employ appropriate procurement mechanisms.
Each of these actions carries distinct benefits and costs that are associated with the identification
of appropriate procurement mechanisms.

Be Flexible in Selecting L ead Procurement Agencies

Determining the agency or agencies to lead the procurement process, based on the
flexibility of the agency’s procurement process and the capabilities of the staff to procure
the products and services required for an ITS project, facilitates the progress of the
project. This action ensures that products are compatible, decreases the duplication of
effort, and may minimize costs due to quantity discounts.

Determining which agencies should procure specific technologies, another element of a
flexible procurement process, leverages the expertise of agency staffs and allows for the
use of existing contracts. The costs of this determination include staff time, the potential
need for increased coordination, and possible project delays due to staff unfamiliarity
with devel opment-type contracts.

Involving operators in writing system specifications and maintenance contracts saves
time and makes use of staff knowledge in the systems. Involving public safety agencies
in designing and procuring incident management and emergency management systems
also savestime. Thisinvolvement also helps to ensure buy-in from agencies and utilizes
staff knowledge of operating procedures.
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Be Flexible in Determining Contracting M echanisms

Determining the most effective procurement mechanisms shortens the time required to
complete procurements. Approximately ten different contracting mechanisms were used
at the MDI sites. When procuring a specific product or service, the pros and cons of each
method should be weighed to determine which method should be used This action aso
reduces staff expenditures, ensures compatibility of system components, avoids
duplication of effort, and allows for possible lower prices on procured items.

Develop Flexibility within the Contract

Accounting for interdependencies among systems provides parties with a clear
perspective of the project, aids in overcoming uncertainty, and promotes better adherence
to project schedules. The costs associated with accounting for interdependencies among
systems include the potential to lengthen the time required to develop contracts.

Maintaining flexibility in defining task functions and costs provides an easy method to
handle ambiguity within the project, better task oversight, and increased control of
funding. The costs of maintaining this flexibility include the possibility that parties may
be uncomfortable with an open-ended scope of services at the time of contract execution.

Including in the contract an appropriate procedure to transition the product or service
from the developer to the user is another element of contract flexibility. The benefits of
detailing an appropriate transition procedure are that it provides gradual transfer of
control from the vendor and allows deficiencies and problems to be addressed before
system hand-off. Also, taking advantage of previous I TS procurement experience helps
to shorten contract negotiation processes and eliminate the need to develop new contract
language.

8. Addressintellectual Property Rightslssues Early

Applications of ITS raise challenging new questions regarding intellectua property, which refer
to patentable inventions, copyrights, and trade secrets, as well as compilations of data derived
from the operation of ITS technologies. The private sector, in particular, has a vested interest in
maintaining intellectual property rights to those technologies and services that they participated
in developing. Indeed, the allocation of sufficient intellectual property rights to enable the
private sector to make a profit is critical. Addressing these issues early inthelifeof anITS
project will promote involvement of representatives of the private sector. Inherent in the process
of addressing intellectual property rights issues are actions that contribute to the full appreciation
of these issues. Each of these actions carries distinct benefits and costs that are associated with
addressing intellectual property rights early in the process.

Develop a Clear Palicy Early

The early development and dissemination of aclear policy regarding intellectual property
rights improves the contract negotiation process, saves time by helping to resolve the
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concerns of both public and private parties, and aids in avoiding protracted negotiations
that result from contractual misunderstandings. The costs of developing such a policy
include staff time in authoring policy and potential objections of private partners, which
may lead to delays.

Understand the Possible Areas of Concern

Staff in some areas created multiple licensing agreements to address possible intellectual
property concerns. This action satisfied all parties by treating products differently, based
on when and with what funds they were created. Developing an appropriate business
plan is one method used to address issues in assigning intellectual property rights as well
as issues relating to ownership and use of data.

9. Develop Written Palicies

I'TS project participants recognize that there are some areas within ITS project deployments and
system operations in which specific policies and procedures should be clearly laid out. These
policies aid in avoiding lengthy negotiations related to project management and activities.
Inherent in the process of developing written policies are actions that contribute to these policies.
Each of these actions carries distinct benefits and costs that are associated with developing
written policies.

Address Equipment | ssues

Developing guidelines on the use of changeable message signs ensures that messages will
convey information that is consistent and easily understood and that the public will tend
to pay more attention when a message appears. The costs of developing guidelines on the
use of changeable message signs include the potential lost opportunity to use these
message signs for purposes other than traffic.

Establishing guidelines on the use of closed circuit television cameras assuage the public
concerns of video surveillance and privacy, aid in gaining public support for ITS
technologies, and reduce the operating agency’ s concerns over liability. The costs
associated with establishing guidelines for the cameras include the potential 1ost
opportunity to use cameras for law enforcement or other purposes.

Developing guidelines on ownership and replacement of equipment is another aspect of
addressing equipment issues. The benefits of these guidelines include elimination of
confusion among participants, and assurance that funding will be available to maintain
and replace equipment.

Establishing guidelines on kiosk placement encourage requesting agencies to take
ownership of kiosks. It also ensures that kiosks are placed in areas where they provide
the highest possible public benefit and have maximum visibility. Also, developing
distribution plans ensure the proper dispersion of equipment, such as tags used for
automated vehicle identification (AVI).
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Delimit the Use and Distribution of Data

Developing guidelines for the retention, use, and distribution of data ensures that timely
information is provided to the traveling public. It also reduces privacy and liability
concerns, protects confidential and employee information and provides information
service providers with clear direction.

Address Legal Concerns

The development of guidelines on indemnification properly distributes responsibility for
inappropriate actions and clearly defines the limitation of claims. Establishing guidelines
for the control and modification of traffic signal systems reduces liability concerns,
ensures that agencies take only appropriate actions when modifying signal timing, and
demonstrates that approved engineering principles have been followed. Developing
guidelines regarding intellectual property rights aid in avoiding lengthy negotiations
related to contractual misunderstandings.

Define Roles and Responsibilities

Guidelines that determine the roles and responsibilities within ITS projects clarify what
each agency will do relative to the project. They also inform staff members of their
particular duties, and avoid overlapping of roles.

The full report, which documents the findings of the Institutional Benefits Study Area, is
intended as atool to encourage dialogue anong members of the ITS community that will further
promote the deployment of ITS. The authors of this report encourage feedback on these
guidelines and on the resources identified within the guidelines. They would appreciate learning
of other examples of successful approaches taken to deploy ITS. Also, they acknowledge that
the documents cited as references and resources and those included in the appendices are not the
entire set of available material and, therefore, would appreciate receiving notice of other material
used to facilitate the deployment of ITS.
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Introduction

On February 26, 1996, the United States Department of Transportation (U.S. DOT) issued a
request for participation in the Intelligent Transportation Systems (ITS) Model Deployment
Initiative (MDI). The goa of the Initiative was to create “model deployments’ of ITS that
supported integrated transportation management systems and featured a strong, regional,
multimodal traveler information services component. The MDIs were envisioned to be
demonstrations and showcases of the measurable benefits resulting from the application of an
integrated, region-wide approach to transportation management and the provision of traveler
information services. The first model deployment initiative focused on metropolitan locations,
and four metropolitan sites were selected: Phoenix, Arizona; San Antonio, Texas; Sedttle
Washington; and the New Y ork-New Jersey-Connecticut Metropolitan Area.

The U.S. DOT’sITS Joint Program Office (JPO) is responsible for conducting the evaluation of
these four metropolitan MDI sites. One study area of this evaluation is the Institutional Benefits
Study, which is being conducted by analysts from the U.S. DOT’s John A. Volpe National
Transportation Systems Center (Volpe Center). The purpose of the MDI Institutional Benefits
Study isfivefold:

Assess actions taken to overcome institutional constraints

| dentify the benefits of taking these actions and the investments needed to reap these
benefits

Document lessons learned

| dentify successful strategies that representatives of state and local governments can
follow in planning and deploying I TS products

Provide examples of legislation, policies, procedures, and structures that facilitated the
deployment of ITS.

Study Design

To identify and evaluate the institutional structures and working relationships associated with the
deployment and integration of ITS products and services at the MDIs, the Volpe Center staff
visited the AZTech (Phoenix), iTravel (New Y ork-New Jersey-Connecticut), Smart Trek
(Seattle), and TransGuide (San Antonio) MDI sites and interviewed 59 representatives of public
sector agencies. These representatives were involved in various aspects of the MDIs from policy
making to program management to technical and administrative support. They included agency
managers, program and project administrators, engineers, planners, attorneys, contract
specidlists, and public safety officials. The information included in this report is based mainly
upon the perspectives of the MDI participants but also includes other insights that were gained
by the analysts from areview of documents from the MDI sites or through other work in
assessing I TS deployments.
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Volpe Center analysts examined the institutional and other nontechnical impediments that public
sector participants encountered in deploying ITS, changes made to address these impediments,
benefits of making these changes, and the costs associated with them. They then analyzed this
information with respect to its applicability to other metropolitan areas that are developing and
deploying ITS. Thisled to the identification of nine approaches that were used successfully by
the public sector participants at the MDI sites and other locations that representatives of other
metropolitan areas may use to facilitate deployment.

Target Audience

The audience for this report comprises the individuals who want to make I TS happen; those who
want to use ITS technology to deliver government services more effectively and more efficiently.
This audience includes representatives of public sector agencies in metropolitan areas who have
begun deployment of ITS or who are considering deployment.

The information in this report will help officials in locations that are already developing ITS to
accomplish their objectives by providing specific examples of what worked in other areas. The
information in this report also will alow officials in areas that are considering deployment to
enter into the process from an informed perspective and to make better, more informed decisions
relative to their expectations and, consequently, their planning and development of ITS. By
understanding what they may experience in later steps, project developers will have the
opportunity to do things differently in the first step.

Because of the nature of ITS, this audience embraces both traditional and non-traditional players
in the trangportation arena. The traditional players include managers, transportation planners,
traffic engineers, and transit operators in state, county, and municipal agencies and metropolitan
planning organizations (MPOs). The non-traditional players include public safety officials, legal
and administrative staffs, and others who can act as catalysts in the deployment of ITS.
Representatives of the private sector who are interested in working with the public sector in
deploying ITS will aso benefit from the information contained in this report.

Findings

The examination of the institutional benefits of the AZTech, iTravel, Smart Trek, and TransGuide
MDI programs illustrates that the successful actions found in one of the programs may, in many
cases, be found in the others as well. For example, participants in one of the MDI sites stressed
the need for a strong regional perspective as an essential quality: “The application of a regional
perspective to I TS projects allows project participants to cross jurisdictional boundaries, both
geographic and modal.” However, upon closer examination it becomes clear that this approach
appliesto the other MDI sitesaswell. In fact, this characteristic of an MDI site — the presence
of aregional perspective — is afacilitator of ITS among the MDI sites more than a distinctive
quality of one particular site. In addition, representatives from three sites recognized the
importance of involving operations and management staffs in the planning stages of the MDI
program. While some participants came to this realization in retrospect and others while they
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were still in the planning stages of the programs, this positive approach was discussed repeatedly
as essential to the smooth operation of the project. Finally, participants of each of the MDI sites
identified the importance of developing aregional management structure. Within this, they
recognized the value of assigning roles based upon the strengths of the participants as especialy
significant to the progress of the program, particularly in the early stages of program
development.

This similarity of the approaches among the MDI programs suggests that such characteristics are
highly facilitative, if not requisite, of successful ITS programs. The fact that the same
approaches are found in each of these metropolitan areas, which have each successfully
implemented an ITS program, indicates that these approaches have contributed to the success of
these programs.

Based on the information gathered during the Institutional Benefits Study, the study team
identified nine approaches, or categories of actions, which facilitated the deployment of ITS
products and services:

1. Develop a Regional Perspective

2. MakelTSVisible

Under stand the Nuances of Partnering

Plan for Long-term Operations and Management
Develop a Regional Management Structure
Facilitate ITSWithin Your Organization

| dentify Appropriate Procurement Mechanisms
Address Intellectual Property Rights Early

© o N O 0 &~ W

Develop Written Policies.

These approaches are not mutually exclusive; in many cases, an action described in one approach
is mentioned in another. These actions are so fully embedded into the organizational
arrangements and relationships that support the successful progress of the MDI programs that
identifying the actions as specific and distinct pieces was not practicable.

These approaches are listed in an approximate chronological order. The first four address
planning and gaining support for ITS activities. The next two speak to developing a process to
manage and staff the ITS activities. The final three apply to the actual implementation of the
ITS.

As mentioned previously, the actions described in this report are the approaches used at the MDI
sites and other locations that allow for the successful deployment, operations, and management
of ITS. Identifying and applying these actions are important steps in advancing the deployment
of ITSin other metropolitan areas.




SUCCESSFUL APPROACHES INTRODUCTION

Deployment Aids

The Institutional Benefits Study makes these approaches available to other metropolitan areas.
This Study makes it possible for metropolitan areas who are considering deployment of ITS to
take advantage of steps that have been proven to work in the MDI sites. At the end of each
section, thereisatable of questions. These questions suggest actions that were identified from
the analyses of ITS development processes as well as from interviews with representatives of
public sector agencies deploying ITS. These representatives have described these actions as
facilitating their projects. They are presented here in the form of questionsto elicit consideration
of steps that may expedite the development of ITS in your organization. The questions are not
intended as blanket recommendations. Rather, they are acknowledgments of actions that have
proven useful to existing I TS projects which may assist you as you plan for ITS.

Not every action described in the questions has been adopted by every organization activein
deploying ITS; nor will each question be relevant to every organization preparing to implement
ITS. In some cases, agency representatives identified these actions in retrospect, as steps that
would have aided the process of deploying an ITSin their jurisdiction. In these cases, the
organizations that are considering deploying ITS are able to benefit from the experience of those
who have gone before them. By learning what others wished they had done differently, you may
apply the lessons learned in other areas to your own organization and projects.

When applicable, the refer ences used by the analysts in writing the section follow the table. A
list of resour ces pertinent to the topic of the section comes after the references. The information
contained in the publications listed as references and resources furnish a wealth of knowledge
already accumulated within the ITS Program.

Appendices relevant to the topic of the section are referenced within the text of each section.
The documents and other material included in the appendices are examples of instruments that
have been developed and used successfully within ITS projects.




1. Develop a Regional Perspective

The application of aregional perspective to intelligent transportation systems (ITS) projects
allows project participants to cross jurisdictional boundaries, both geographic and modal. Such a
perspective has been successfully adopted at all four metropolitan model deployment initiative
(MDI) sites and is an element that best facilitates the development of the MDI products and
services at those sites.

- Build on Existing Relationships
- Involve Non-traditional Players
- Develop a Shared Vision
- Augment Existing Systems

A well-defined strategy should be outlined before pursuing an ITS program. This strategy must
include a good realization of what will be accomplished, the limitations and issues that may

arise, and the steps required to implement the strategy. It isimportant that personnel from each
agency involved in the project are aware of what is expected of their agency’s involvement in the
project.

Build on Existing Relationships

Existing relationships serve as a starting point from which to develop aregional I TS perspective.
If agency representatives are already comfortable working with one another, then the time to
develop atrusting relationship and to overcome other institutional impediments will be reduced.
Also, parties involved in these existing relationships have an institutional memory which will
expedite the progress of a project. In each of the four MDI sites, existing relationships served as
aframework around which the MDI projects were structured.

Within the Phoenix Metropolitan Area, there has been a great deal of transportation and ITS
related interaction among officials at the transportation agencies. Interaction generally takes
place either through memberships in transportation groups and coalitions, or based on individual
or agency relationships. Representatives from the state, county, and municipalities all cited the
interaction required to coordinate traffic signal control systems as instrumental in teaching the
transportation agencies how to build up interagency and cross-border cooperation. In some
instances, control of asignal in one jurisdiction was passed to the neighboring jurisdiction.
Automatic aid agreements among the fire departments, which ignore municipa boundariesin
favor of quick response by emergency management crews and fire fighters, also fostered inter-
jurisdictional cooperation.

In 1993, the Metropolitan Area Governments Information Center (MAGIC) study was initiated
in the Phoenix area and was the first effort to bring transportation agencies within the
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metropolitan area together. The MAGIC coalition investigated regional traffic signal control and
helped to build up inter-agency and cross-border cooperation. MAGIC membership included the
Arizona Department of Transportation (ADOT), the Maricopa County Department of
Transportation (MCDOT), the Regional Public Transportation Authority (RPTA), the Maricopa
Association of Governments (MAG), and the cities of Phoenix, Chandler, Glendale, Gilbert,
Mesa, Paradise Valley, Peoria, Scottsdale, and Tempe.

Table 1.1 Benefitsand Costs Associated with Building on Existing Relationships

ACTION BENEFITS COSTS
. Reduces time to develop trusting . Staff time to coordinate efforts
Use existing relationships. among institutions.
institutional
relationships | - Leverages institutional memory
and knowledge gained during

previous activities.

. Reduces time to overcome other
institutional barriers.

. Allows partnerships the
opportunity to grow quickly.

In 1995, the Phoenix Metropolitan Areareceived funding for an ITS early deployment planning
study. The relationships developed in the MAGIC program were carried forth into the ITS
planning study and expanded. The ITS study shifted to a more regional focus and included
additional ITS activities. The early deployment planning process gave the participants a forum
for discussing ITS issues and allowed additional coalitions to be built among the members.

In addition to the MAGIC and early deployment planning studies, there have been other
opportunities for multiple agencies to interact on transportation activities involving new
technologies in the Phoenix Metropolitan Area. For ten years, ADOT has been working on its
Trallmaster Freeway Management System and traffic operations center. Deployment of many of
the freeway management components has required coordinated efforts between the ADOT and
other jurisdictions. Also, while serving asthe ADOT District Engineer, the AZTech Chief
Administrator devel oped close working relationships when implementing ADOT construction
programs.

In the San Antonio area, a committee was formed in the 1960s that included representatives of
the public works and public safety agencies within the region. The Corridor Management Team
was organized to deal with current transportation issues and coordinate activities related to
construction projects and special events. The Texas Department of Transportation (TXDOT)
District Traffic Engineer serves as the Chairman of the Team which consists of operations staff
from VIA Metropolitan Transit Authority (VI1A), the San Antonio Public Works Department, the
Alamo Dome, San Antonio Police Department (PD), the Bexar County Sheriff’s Department,
emergency medical services, and the County health agency. The Corridor Management Team
has always bolstered interagency communication in San Antonio. The coordination of traffic
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signals aong the freeway frontage roads also afforded the opportunity for interaction between
the TxDOT District and the San Antonio Public Works Department.

A Digtrict ITS Committee, made up of TXDOT staff, various City agencies, and VIA, was
formed in 1988 to promote and coordinate I TS and was a precursor to TransGuide. Staff from
most of these agencies now reside at TransGuide and benefit from increased interaction.

The concept of building on existing relationships is particularly relevant to representatives of the
Seattle Smart Trek project. The relationships that had been established during field operational
tests, which include the North Seattle Advanced Traffic Management System (NSATMYS)
TravelAid, PuSHMe (Puget Sound Help Me mayday system), and SWIFT (Seattle Wide-area
Information For Travelers), facilitated the development of the MDI. Many individuals and
organizations involved in the MDI are the same as those who were participants of the Seattle-
area operational tests.

Within the public sector, the Washington State Department of Transportation (WSDOT)
developed a good relationship with the Puget Sound Regiona Council (PSRC), the metropolitan
planning organization (MPO), and with the King County Department of Transportation, Transit
Division (Metro Transit), the area’ s largest transit provider. Also, staff from the WSDOT
Northwest Region previously spoke with representatives of public agenciesin the east and south
sides of the Seattle area about connecting to the NSATMS. In addition, coordination was
established among the regional transit agencies to coordinate funding provided under the
Intermodal Surface Transportation Efficiency Act of 1991.

An additional organizational structure that facilitated ITS in Seattle was the Community Task
Force, which was begun five years ago to identify ways to communicate with customers. The
task force included representatives from the Washington State Ferries and both the Olympic and
Northwest Regions of the WSDOT. This task force looked for ways to communicate with
customers and identified the need for a system-wide signage project. After fulfilling its mission,
this task force disbanded, but the groundwork established by this group was a building block on
which the MDI has grown.

In the New Y ork-New Jersey-Connecticut Metropolitan Area, theiTravel MDI developed under
the umbrella of the TRANSCOM (the Transportation Operations Coordinating Committee)
coalition. TRANSCOM is an existing institutional infrastructure that provides for multi-modal,
regional coordination among 15 public sector agencies. Members cooperate on adaily basisin
the exchange of multi-modal transportation management and traveler information. At thetime
the MDI request for participation was announced, four member agencies, the New Y ork State
Department of Transportation, the New Y ork City Department of Transportation, the Port
Authority of New Y ork and New Jersey and the Metropolitan Transportation Authority, were
working together on the development of an early deployment plan.

In the AZTech and Smart Trek MDI sites, the staff of the state departments of transportation
benefited from their existing relationship with the staff of the state' s attorney general office. The
legal staff gained knowledge during previous I TS activities and applied this knowledge to issues
related to the MDI.
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Building on existing institutional relationships allows partnerships the opportunity to grow.
Expanding these alliances provides the participants the benefit of not having to reforge
relationships as new opportunities arise.

Involve Non-traditional Players

Non-traditional players can by defined as representatives from agencies and organi zations that
are not normally involved in the planning and development of highway and transit systems but
affect or are affected by them or responsible to operate them. These players often bring fresh
perspectives and valuable insight to ITS projects. In addition, these representatives are able to
provide knowledge, expertise, and information that may otherwise had not been included in the
projects.

Table 1.2 Benefitsand Costs Associated with Involving Non-traditional Players

ACTION BENEFITS COSTS
. Obtains fresh perspective and . Staff time to engage non-traditional
Embrace non- new insight. players.
traditional
organizationsas | - Provides knowledge, expertise, . Staff time to coordinate activities.
participantsin and information not otherwise
the project available to project.

. Increases the availability of
transportation information in the
region.

. Increases an organization’s
ability to disseminate
information to customers.

. Increases the understanding of
the activities of non-traditional
participants.

. Setsthe stage for seamless
intermodal transfers

. More awareness of each other’s | . Staff time to coordinate activities.
Foster concerns and responsibilities.
coor dination . Training of public safety staff in
between public | . Increases consideration of the ITS usage.
works and other’s concerns when making
public safety incident management decisions.

agencies
. Faster identification of accidents.
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The San Antonio Police and Fire Departments were involved in the devel opment of TransGuide.
In addition, three major trauma centers were invited to participate in the MDI. Asthe
surveillance coverage of TransGuide expands into the non-municipal areas, the County Sheriff’s
Department and the State Patrol will be approached to participate in the project. One officid
suggested that transportation directors of the area’ s school districts may be another group to
include, especially if major arterial streets are monitored as part of TransGuide.

Non-traditional partnersin the AZTech MDI include the Arizona Department of Public Safety
(the Highway Patrol); the Phoenix Fire Department (FD), which dispatches al Valley fire
agencies with the exception of Mesa and Scottsdale; the Mesa FD; Rural Metro, which provides
emergency management services within Scottsdale and other jurisdictions within the county;
emergency medical services, and the Maricopa County Sheriff’s Department.

The Smart Trek project has also included participants who are not typical playersin ITS projects.
The Washington State Ferries and the Port of Sesattle's Seattle-Tacoma International Airport are
partnersin the MDI project. Under the MDI, the entry and dissemination of dispatch
information from the Washington State Patrol will be automated. Also, representatives from the
Puget Sound Regional Council have taken an active role in the MDI.

In areview that assessed the development and deployment of ITS products and services in seven
metropolitan areas, analysts found several additional parties that were involved in ITS projects.
These playersincluded air travel and airport-related service providers, private busing and transit
organizations, academic institutions, major employers, the tourism and resort industry, and
operators of special event facilities (Volpe Center, 1995). Inthe MDIs, non-traditional players
included the hospital community, non-profit research centers, and universities.

Representatives from the private sector were also involved in all four MDIs. Thelir organizations
represented a broad range of organizations, such as wire-line and wireless communications
providers, paper and electronic media, information service providers, system integrators,
software and database devel opers, equipment manufacturers and providers, public relations and
marketing firms, automobile manufacturers and part suppliers, and Internet and cable television
service providers.

Each of the non-traditional public sector agencies, like the other partnering agenciesin the MDI,
is participating in a portion of the project that benefits the organization’s ability to disseminate
organization-related information to its respective customers. While the private sector players
also have the opportunity to fulfill thelr business objectives, the involvement of non-traditional
players from both sectors adds to the overall availability of transportation information in the
region.

Including agencies representing different transportation modes provides the benefit of making
intermodal transfers easier and, eventually, seamless. Specific benefits from involving public
safety agencies are the faster identification of accidents and the ability of officersto view the
impacts of an accident over alarger area. A benefit of the coordination between public works
and public safety agenciesis that each side becomes more aware of the other side’s concerns and
responsibilities and will consider them when making incident management decisions.
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Develop a Shared Vision

Projects have the greatest chance for success when they promote a shared vision or approach.
Having a clearly articulated vision aids in building long-range support from the present partners
and those that may wish to contribute at alater time. A shared vision has many facets and should
encompass several areas, such as the overall goal for the region, the expected outcomes, the time
frame and milestones, and the functional and organizational responsibilities for implementation,
operations, and management.

Table 1.3 Benefitsand Costs Associated with Developing a Shared Vision

ACTION BENEFITS COSTS
. Increases the probability of . Management and staff time to
Articulate a success. attend numerous meetings required
regional vision to develop vision.

. Develops long-range support from
current and potential participants.

. Increases interest in a coordinated
management of the transportation
systems.

. Easesthe transition from the
development to the operations and
management of the system.

. Provides the traveling public with a
seamless multi-modal
transportation system.

. Provides the traveling public with
more accessible and better traveler
information.

. Provides the traveling public with
increased safety, managed and
improved traffic flow, reduced
congestion and emissions, and
reduced emergency response time.

A shared vision of the Smart Trek MDI program grew early in the program’ s devel opment.
WSDOT staff and other private and public sector partners worked on the proposal for over ayear
to develop their vision. The proposa devel opers wanted the MDI to be aregional program, to
cover al modes, to mirror regional policies, and to ensure that benefits of the MDI would cover a
broad area. They wanted to establish aregional partnership among transit agencies, the central
city, the MPO, and the private sector. They emphasized providing traveler information and de-
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emphasized moving more cars. Partners wanted to give commuters more options to get out of
their cars.

The Smart Trek proposal development process was inclusive of al agenciesin theregion. The
initial group of partners looked at all the gaps in the existing traveler information systems and
identified who needed to be involved. The team that put together the proposal represented
different agencies, functional areas, and the private sector. The project partners met monthly for
ayear to coordinate project elements. They determined the MDI projects by developing
functional areas and building on what was already in place or soon to be in place in the region.
This process involved severa iterations of cost and budget estimates.

The benefits of this shared vision in the Seattle area include a growing interest by the various
agencies in managing the transportation elements of aregion together. Thiswill lead to an
integrated transportation management system for the region that includes transit and other
modes, which will lead to easier intermodal transfers. Other benefits will be more access to
traffic flow and bus location information, more and better data available to the MPO for regional
planning, and an increased understanding of the activities of the non-traditional participants, such
as the WSF and the Seattle-Tacoma Airport.

Participants in the AZTech MDI used the results of the MAGIC and early deployment planning
studies to develop their vision. The previoudy established coordination aided the public
partners’ ability to think regionally in setting priorities for the MDI project. During the
discussions that preceded the writing of the MDI proposal, participants determined what
technologies and project components needed to be included within the project by accentuating
regional, rather than parochial, goals.

The AZTech vision centered around providing improved safety and regional mobility through
expanding the existing Trailmaster Freeway Management System, interconnecting the traffic
signal systems of the mgjor cities, and developing a regional, multi-modal traveler information
center. Because officials of the Phoenix Street Transportation Department shared this vision,
they modified the schedule of their traffic signal system upgrade to accommodate the MDI
schedule.

The AZTech partners are aso developing along-range vision. They are investigating how to
obtain long-term commitments from both the public and private sectors. They are aso
examining how each AZTech component will be transferred from the entity installing the system
to the entity operating the system.

Many AZTech participants, as well as the AZTech proposal itself, discussed expanding the
system beyond that which is currently being funded. They see the long-term viability of the
AZTech system tied to the expansion of the system, first within Maricopa County and the
Phoenix Metropolitan Area, then to the Tucson Metropolitan Area, and finally statewide. This
expansion will require the inclusion and interaction with additional partners, both public and
private. The participants see the smaller and outlying jurisdictions that are not participating at
this time joining in as AZTech expands in the post-MDI phases. In the meantime, many

11
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participants saw the MPO as the organization that should keep these agencies informed of what
is occurring with AZTech.

The shared vision in the Phoenix areawill provide the traveling public with a seamless multi-
modal system that cuts across jurisdictional boundaries. It will aso provide the traveling public
with readily available traffic and transit information.

In 1988, the San Antonio TxDOT District Engineer charged his staff to get a traffic operations
center on line that would be the best in the nation. The TxDOT, various agencies within the City
of San Antonio, and VIA Metropolitan Transit formed a partnership, and the result was the
development of the TransGuide, the Transportation Guidance System. TransGuide is a network
of road sensors, changeable message signs, computers, cameras, and people teamed to benefit the
overall San Antonio area transportation system.

The San Antonio MDI participants have taken advantage of TransGuide and of the shared vision
that resulted in TransGuide to enhance the overall transportation system. A working group was
formed to develop the MDI proposal. TxDOT staff held several meeting with individual
agencies and the larger group in the 60-day period after the release of the MDI Request for
Proposals. During these meetings, projects were proposed and a consensus was reached. The
MDI proposal stressed public safety, traffic operations, and transit.

This shared vision has directly benefited the traveling public through increased safety, managed
and improved flow of traffic, reduced congestion and resulting emissions, and reduced
emergency response time. TransGuide has been successful in bringing several public sector
partners together for the united benefit of the entire community. Benefits have resulted from the
operations and design personnel from various agencies interacting with real, as opposed to
perceived, requirements. This interaction has come as aresult of the various personnel working
together at TransGuide and has been integral to the success of TransGuide.

There are several issues that affect the development of a shared vision. Public sector managers
are still wrestling with the role of the public sector vis-a-vis the private sector in disseminating
traveler information. Some feel that there should be free access to data collected with public
funds, which causes others to say that this might limit creating a market for the private sector.
Others are concerned about equity of access by the public. Only asmall percentage of the
genera population have computers at home. Nevertheless, officials want to ensure that
individualsin al income categories, not just those who have access to advanced technologies can
receive information.

Another issue that influences the development of a shared vision is determining the market value
of data, products, and services. Because such systems are not in widespread use, the market
value of data, products, and services cannot be adequately estimated. These unknown factors
may lead to differing views of the vision or differing approaches to achieving the vision.

12
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Augment Existing Systems

The approach used by the participants of the MDI sitesisto build on the existing infrastructure
and enhance it under the MDI project. The AZTech MDI isincorporating several existing and
planned systems: the freeway management system, transit management systems, the traffic
signal control systems, and a parking management system in development at the airport separate
from the MDI. The participants are using the existing traffic operations center as the central hub
for data collection, fusion, and dissemination. The MDI isintegrating systems of traffic
management, incident management and transit agencies which previously were isolated systems.

Partnersin Smart Trek designed the MDI around the existing infrastructure and on what could be
implemented in a short time frame. For example, the MDI will enhance the NSATM S and
extend the framework to the rest of the region. Also, the ITS backbone, the key communications
component of the project, was being developed by the University of Washington prior to the
MDI.

The San Antonio MDI effort is building on the TransGuide facility and the servicesit provides.
The advanced traffic management system (ATMYS) includes surveillance cameras, variable
message signs, and lane control signals. The operations center supports the ATMS, transit
dispatch, police traffic dispatch, and the San Antonio Public Works Deparment traffic

operations. It also houses alternate dispatch centers for the San Antonio Police and Fire
Departments. The MDI is aso building on the area-wide multi-modal database, the Internet Web
site, and the existing advanced traveler information system that includes a low-power television
station.

To develop aregional, multi-modal traveler information system, the participants in the i Travel
MDI are building on several systems. Thefirst is the Operations Information Center that collects
and disseminates real-time incident and construction information. The second is the Regional
Architecture that will integrate all member agencies’ ITS through a common framework to allow
direct information transfer and usage those individually operated systems. Thethird is
TRANSMIT, the TRANSCOM System for Managing Incidents and Traffic. This system uses
vehicles with electronic toll collection tags as probes in heavily traveled corridors to obtain
traffic speeds and travel times and to detect incidents.

13
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Table 1.4 on this and the next two pages lists questions that should be addressed when
developing a regional perspective.

Table 1.4 Questionsto Consider when Developing a Regional Per spective

QUESTION RESPONSE

BUILD ON EXISTING RELATIONSHIPS

Have existing working relationships that can be used to
facilitate the deployment of 1TS been identified?

a Have forums for transportation officials been identified?

a Have forumsfor public safety officials been identified?

a Have any activities that bring operators of transportation
facilities been identified?

Have members of these groups been approached to solicit
their involvement in planning and developing ITS?

Are there any other actions that need to be taken to ensure
that you are building on existing relationships?
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Table 1.4 Questionsto Consider when Developing a Regional Per spective

(continued)

QUESTION

RESPONSE

INVOLVE NON-TRADITIONAL PLAYERS

Have non-traditiona public and private organizations been
approached to participate in ITS activities?

a

public safety agencies?

a

air travel and airport-related service providers?

a

private busing and transit organizations?

universities and other academic institutions?

major employers?

the tourism and resort industry?

operators of special event facilities?

hospitals and other emergency medical providers?

a

non-profit research centers?

a

school districts?

Have private sector firms been approached to participate in
ITS activities?

a

wire-line and wireless communications providers?

a

paper and electronic media?

information service providers?

software devel opers?

system integrators?

equipment manufacturers and providers?

public relations and marketing firms?

a

automobile manufacturers and part suppliers?

a

Internet and cable television service providers?

Are there other actions that need to be taken to ensure that
non-traditional players are involved?

15




SUCCESSFUL APPROACHES REGIONAL PERSPECTIVE

Table 1.4 Questionsto Consider when Developing a Regional Per spective
(continued)

QUESTION RESPONSE

DEVELOP A SHARED VISION

Have previous ITS and other transportation studies been
identified?

Have representatives from the appropriate transportation
agencies, private sector firms, non-traditional organizations,
and the general public been consulted?

Have the overall ITS goal for the region, the expected
outcomes, the time frame and milestones, and the functional
and organizational responsibilities for implementation,
operations, and management been explicitly stated?

Has this ITS vision been communicated to policy makers,
upper management, and the public?

Arethere other actions that need to be taken to ensure that a
shared ITS vision is developed?

AUGMENT EXISTING SYSTEMS

Has an inventory been made of existing ITS and other
transportation, communications, and information systems?

Has a plan be devel oped to integrate these systems as
appropriate?

Are there other actions that need to be taken to ensure that
existing systems will be integrated into the region’s ITS?

Reference:

Volpe National Transportation Systems Center analysts conducted “A Review of Seven
Metropolitan Areas’ to assess the development and deployment of ITS products and servicesin
which a broad cross-section of state and local transportation officials who represented various
positions and levels within their organizations were interviewed, 1995.

Resour ces:

Camus, Jean-Pierre and Max Fortin, Road Transport Informatics, Institutional and Legal |ssues,
prepared for the European Conference of Ministers of Transport, Paris, 1995.

Mitretek Systems, Key Findings from the Intelligent Transportation Systems (ITS) Program,
What Have We Learned?, FHWA -JPO-96-0036, prepared for the ITSU.S. DOT Joint
Program Office, Washington, D.C., September 1996. (EDL number: 425.)
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Public Technology, Inc, Smart Moves: A Decision-Maker’s Guide to the Intelligent
Transportation Infrastructure, prepared for the Federal Highway Administration, Washington,
D.C., 1996.

Sarah J. Swek & Associates, Transportation Planning and ITS Putting the Pieces Together,
FHWA-PD-98-026, prepared for the Federal Highway Administration, Washington, D.C., 1998.
(EDL number: 3683.)

U.S. Department of Transportation, ITS and the Transportation Planning Process, a Professional
Capacity Building course sponsored by the Federal Highway Administration and the Federal
Transit Administration.

U.S. Department of Transportation, ITSin Transit, a Professional Capacity Building course
sponsored by the Federal Highway Administration and the Federal Transit Administration.

U.S. Department of Transportation, I TS Public/Private Partnerships, a Professional Capacity
Building course sponsored by the Federal Highway Administration and the Federal Transit
Administration.

Volpe National Transportation Systems Center, Intelligent Transportation Systems, Assessment
of I'TS Deployment, Review of Metropolitan Areas, Discussion of Crosscutting | ssues, FHWA.-
JPO-96-0035, prepared for the U.S. DOT ITS Joint Program Office, Cambridge, M assachusetts,
July 1996. (EDL number: 426.)

Note:
EDL stands for the Electronic Data Library that is located at the U.S DOT ITS Web site at
www.its.dot.gov.
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2. Make ITS Visible

Everyday the traveling public is exposed to many aspects of intelligent transportation systems
(ITS) but may not be aware that they are part of alarger vision and program. Hence, the seeds of
public support are present through the public’s use of the system. A well-coordinated public
relations program facilitates visibility and understanding of 1TS and solidifies direct and
informed support from the public already aware of ITS through their use of the system.

- Reach Out to the General Public
- Gain Support from Decision Makers
- Involve Metropolitan Planning Organizations
- Encourage Staff Involvement

The demand for increased I TS capabilities and services grows as the public becomes educated as
to the benefits of ITS (Appendix G.1). Those benefits include faster emergency response time to
incidents, access to real-time traffic conditions, reduced congestion and associated time savings,
and access to activities and other information for the metropolitan area. These all lead to a
genera improvement in the quality of life and safety for the average commuter. These benefits
make ITS attractive and arelatively easy program to sell to the general public. Effective public
relations programs build public support that also leads to both upper management and political
support.

Upper management and policy makers have to be incrementally educated and sold on ITSin
order to secure gradual buy-in. TS successes must be quantified, exposed, and used as building
blocks on which to base further efforts. It isimperative to convey the benefits of new
technologies, show how the technologies relate to the goals of the agency, and then show a
“larger picture” which includes inter-agency benefits.

The metropolitan planning organization (MPO) is the forum for cooperative transportation
decision making. The activities of the MPO result in plans and programs which lead to an
integrated, intermodal transportation system that facilitates the efficient, economic movement of
people and goods. (23 CFR §$450.300.) Because the MPO touches policy makers, upper
management, staff, and the general public, the MPO is an important asset in increasing the
visibility of ITS. Consequently, it isimperative that MPO members and staff are comfortable
with ITS products and services and the benefits that they can accrue.

Agency staffs must be shown how ITS will help them perform their jobs and should be consulted
before the purchase of new technologies in order to gain their support. Where ITS visibility
occurs before ITS deployment, staff support is virtually guaranteed resulting in improvements to
the system and the organization.
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Reach Out to the General Public

It is imperative to have a good product for the traveling public. Traffic engineering and ITS
staffs must view the general public as the customer. ITS programs have to be focused on and
sold to this customer. ITS information that is readily available, easy-to-use, current and accurate
must be made accessible to al citizens. In San Antonio, it was noted that a changeable message
sign that is not working during an incident could hurt public support. Thus, a redundant system
designed to avoid outagesis critical to establishing positive visibility and public support. At all
the metropolitan model deployment initiative (MDI) sites, real-time traffic and traveler
information is made accessible to individualsin al income levels through the use of kiosks, the
Internet, and the media.

The public will not support what they do not understand. Therefore, public support must be
gained through a public relations campaign designed to facilitate visibility and understanding of
ITS and its benefits (Appendix G.1), and assuage the public’s privacy concerns. The public
relations campaign should employ as many media as possible in an effort to get the public to
understand I TS functionality and realize the benefits. It isimportant to build public support but
not generate expectations that are too great.

The Texas Department of Transportation (TXDOT) San Antonio District believes the public
needs to be educated early to tout the benefits of ITS and to diffuse privacy concerns. TxDOT
public relations staff have and continue to address these issues through a public relations
program (Appendix E.1) which includes radio and television commercials, printed pamphlets
and newdletters, and real-time video images and traffic information on local radio and television
news. It has been noted that a picture or video image of an icy freeway or traffic incident has a
greater impact on the public than the ssmple reporting of it from the electronic media.

The activities of the Seattle Smart Trek project are organized into project “bundles.” One of
these, the “Public Involvement, Outreach and Marketing” bundle, is responsible for conducting
public relations functions (Appendix E.3) in order to communicate the project developments of
Smart Trek to the general public, policy makers, and upper management. In Phoenix, AZTech
efforts (Appendix E.2) to make ITS visible are focused primarily on public agency partners,
policy makers, and staff. Public outreach is seen as an on-going, but not a primary, effort.

The cost of ITS visihility is primarily in staffing. The TXDOT San Antonio district has dedicated
one-and-one-half staff positions to public awareness and outreach. TransGuide has a Public
Information Officer and an assistant assigned specifically to the MDI. In Sesttle, a private public
relations consultant was included as a partner in the MDI proposal. Thereis aso anational, joint
publicity campaign for al the MDI sites.
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Table 2.1 Benefitsand Costs Associated with Reaching Out to the General Public

from policy makers and upper
management.

. Manages public expectations and

privacy concerns.

. Free exposure on local radio and

television media

- Video images have a tremendous

impact on the public.

ACTION BENEFITS COSTS
. Ensures ITS program isfocused on | - Time and effort to promote this
View the providing a good product for the concept to management and staff.
traveling public.
public asthe . Cost of conducting focus groups.
customer . Ensuresindividuas of al income
levels will have accessto
information.
. Positive results of focus groups
have bolstered management
support.
Ensurethat | . Establishespositive visibility and . Inaccessible ITS information
ITS public support. during an incident can damage
information is public support.
accessible,
easy to use,
and accurate
. Public support is gained with . Staff time
Develop a increased visibility and
public understanding of ITS. . Cost of various media, such as
relations radio and television commercials,
campaign . Public support leads to support and printed materials.

. Systems or functions for delivering

information to news outlets by
reports or video feeds.

Gain Support from Policy Makers and Upper Management

Magjor transportation policy and philosophical changes will not happen as a matter of course.
Rather, buy-in occurs over time and involves continuous education and salesmanship. This
continuous process creates a “snowball” effect wherein ITS visibility leads to management
support, which leads to ITS becoming more mainstream and, in turn, leads to even greater
visibility and support.
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Table 2.2 Benefitsand Costs Associated with Gaining Support from Policy Makersand

Upper Management

needed partners.

ACTION BENEFITS COSTS
. Eases mgjor transportation policy . Staff time.
Educate changes.
management . Materials used to promote ITS
toensure . ITS becomes more mainstream accomplishments.
buy-in over leading to even greater visibility and
time support.
- Additional ITS activities do not
require another management buy-in
effort once support isin place.
. Establishes and continues guaranteed | . Staff time.
Form contact, coordination, and visibility
inter agency among partners.
groups and
committees |- Instrumental in gaining additional

Participatein

- Provides visibility and builds support

. Management time in participating

national for ITS. in scanning reviews.
scanning
reviews and . Staff time in conducting tours.
conduct tours
of local
facilities
Developan |- Increased visibility through the . Staff time.
I TS champion education and selling of ITSto
or strong management, potential new partners,
group of and legidlators.
believers

Sponsored by the United States Department of Transportation (U.S. DOT), scanning reviews
(Appendix F.2) of working ITS deployments for selected key management and policy makers
have proven effective in providing visibility and building support for ITS and related
coordination efforts. Interagency groups and committees made up of 1TS program partners and
directorate-level management are important in establishing and guaranteeing continued contact
and ITS visibility among the partners. To promote a different approach to transportation in an
area, a champion or a strong group of believersis aso essential to educate and sell ITS to upper
management, potential new partners, and the policy makers. In addition, strong public support is

helpful to ensuring upper management and legislative support.

In Arizona, political and administrative buy-in has occurred gradually throughout the 1990s.
Support for each I'TS built on support achieved for aprevious ITS effort. Asaresult, individual
ITS efforts do not require additional processes to secure management buy-in. Indicative of
management support was the creation of the Statewide Technology Advisory Group and the
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appointment of an ITS Coordinator within the Arizona Department of Transportation (ADOT) to
direct the ITS deployment and operations throughout the state. The high level of the ITS and
AZTech positions within ADOT provides extensive exposure of the MDI project to other ADOT
management and simplifies coordination efforts between ADOT divisions and districts.

During the inception of ITS, the Arizona elected officials were perceived to be neutral on the
topic of ITS because they did not thoroughly understand it. However, ADOT officials knew that
thelr support was critical to the success of I TS and therefore, promoted ADOT'sITS
accomplishments in a positive light and worked closely with the media to provide information
deemed important to the state and the public. One project participant suggested that state
officials are very concerned with air quality problems, and if transportation agencies could show
that ITSwill improve air quality, state officials would support it (Volpe Center, 1996).

Local officias support ITS to some extent based on their history of funding ITS projects. They
tend to support efforts that are cost efficient and benefit their constituents, and ITS falls into that
category. Local officials were supportive of TS because they had more control of funds than
state officials, and therefore were more involved and concerned with the details of how the funds
were used, and were willing to examine ITS components more closely. Loca officials are
involved with ITS because they sit on various MPO committees on transportation

(Volpe Center, 1996).

In the AZTech MDI, a particular town that should have been included in the project team because
two smart corridors pass through its jurisdiction was not a participant. The town did not employ
atraffic engineer nor had other technical staff available to attend AZTech meetings. Therefore,
town administrators were not aware of the benefits of coordinating their traffic signals with
neighboring jurisdictions. AZTech staff approached the Town Council to inform them of impacts
on and benefits for the town, as well as to obtain support and funding agreements. Asaresult,
town administrators have signed an intergovernmental agreement (IGA) (Appendix C.3).

TxDOT San Antonio District management championed ITS in the San Antonio area and made
presentations to the Texas Transportation Commission convincing the membersthat ITSwasa
good investment. They continue to promote ITS and the MDI, which was built on the success of
previous I TS programs, to the Commission Chairman to engender continued support. Asaresult
of thisvisibility, an ITS strategy has been accepted by the Transportation Commission, which
provides even more visibility to ITS. The District and their contractor also briefed the
Commission on the MDI specifically, and they hope that MDI will provide the quantitative
benefits required by TxDOT management and the Commission.

Support for ITS among TXDOT management has grown as it has become apparent that I TS has
and will continue to help the efficiency of the roadway system. This has placed ITS morein the
transportation mainstream. TXDOT staff created arguments and justification for I TS projects.
They educated management on what TS means to them and hel ped them understand the
principles and acronyms of ITS.
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The TxDOT San Antonio District takes any and all opportunities to promote and tout ITS to all
levels of government including the offices of the Texas Senators. Meetings and product
demonstrations are also periodically hosted at the TransGuide facility for local state legidators.

Seattle' s public agency ITS visibility efforts are varied. When the components of the Smart Trek
MDI were up and running, the Department of Information Services had planned to put a subset
of the MDI-related accomplishments on their web site to describe them to representatives from
other states and regions. Seattle’s Metro Transit has conducted focus groups on ITS in which the
public has shown enthusiasm for the program. The results are being used to bolster staff and
management support.

Costs associated with obtaining upper management and political support have been negligiblein
Phoenix because the base support has been developed for years. Theinitial effort concentrated
on getting the lead administrators and political entities to appreciate the use of new technologies.
Continuous education was the key to obtaining management support. Statewide, this continues
to be the role of the ITS Coordinator.

Involve Metropolitan Planning Organizations

The metropolitan planning organization (MPO) is the forum for cooperative transportation
decision making for the metropolitan planning area. (23 CFR §$450.104.) Thisagency is
responsible for the continuing, cooperative, and comprehensive transportation planning process
that resultsin plans and programs that consider all transportation modes and supports
metropolitan community development and social goals. These plans and programs shall lead to
the development and operation of an integrated, intermodal transportation system that facilitates
the efficient, economic movement of people and goods (23 CFR §450.300). The purpose of the
ITS Program strongly resembles these objectives, and I TS products and services can be used to
achieve these ends.

Most MPOs have similar organizational structures. a policy board, technical and citizen advisory
committees, and staff. The MPO touches policy makers, upper management, staff, and the
general public. This makesthe MPO an important asset in increasing the visibility of ITS.
Furthermore, in the future, more ITS projects will be funded through traditional federal-aid
sources rather than through specific ITS funding. Thiswill require that these projects be
integrated within the metropolitan transportation planning process. It isimperative that MPO
members and staff are comfortable with ITS products and services and the benefits that they can
accrue.

Policy Makers and Upper Management

The MPO policy board may include representation of local elected officials, officials of agencies
that administer or operate major modes of transportation, e.g., transit, mgjor local airports,
maritime ports, rail operators, and appropriate state officials (23 CFR §450.304). These are the
same agencies that would benefit from ITS.
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Table 2.3 Benefitsand Costs Associated with Involving Metropolitan Planning

Organizations

. Reaches private transportation

providers and other private sector
firms.

. City, county, and state governments

become more involved and
supportive of ITS

ACTION BENEFITS COSTS
. Similar purposes of metropolitan . Staff time.
Involve the transportation planning and ITS
MPO in the allow the MPO touse ITSin
development of meeting its objectives.
ITS
. The MPO’s diverse membership is
exposed to ITS, which increases ITS
visibility.
. Allows ITS to be incorporated into
the metropolitan transportation
planning process.
. Increases coordination between
public and private sectors.
. Policy board and committees can . Staff time.
Provide MPO make more informed decisions.
policy board
with ITS - Members gain understanding of ITS
infor mation and how ITS can be used at the local
and regional levels.
. Ensures consideration of ITS . Staff time.
M ake staff solutions in the metropolitan
knowledgeable transportation planning process. . Training costs.
onITS
. ldentification of ITS strategies
appropriate to the region.
. Assistance to state and local
planning agencies.
. Qutreach and public participatory . Staff time.
Take structure of the MPO increases ITS
advantage of visibility within the general public.
MPO forums
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In order to develop a comprehensive multi-modal system, officials must see the “big picture” and
know how ITSfits into the broader transportation system. Through the MPO, officials can gain
an understanding of ITS and how these systems can be used at the local and regional level. This
knowledge would give these officials a broader base from which they can make decisions. The
mayor of Glendale, Arizona, for example, serves on the Maricopa Association of Governments
(MAG) Policy Committee. Through her participation, she became aware of ITS and specifically
the AZTech MDI project and was comfortable with her city staff participating in the MDI project.

The MPOs within three MDI sites address officials and management in differing ways. To
ensure that TS would not get “lost in the shuffle,” the MAG Policy Board decided to institute a
separate I TS committee rather than to add an ITS role to an existing MPO committee. ThelTS
Committee (Appendix D.4) will investigate I TS funding opportunities, function as alegislative
liaison, and provide assistance with public relations. It will also encourage I TS educational
programs, facilitate the collection and reporting of ITS information, ensure coordination of ITS
projects among modes and jurisdictions, and recommend and set priorities for ITS projects for
federal funds and inclusion within the regional transportation improvement program and MAG’s
Long Range Plan.

MAG officials aso felt that the ITS Committee would provide a good opportunity to keep
municipalities not participating in the MDI aware of both the MDI and other ITS activities
occurring in the Phoenix area. They hope that, by keeping the non-MDI agencies informed,
these agencies will feel comfortable joining at a later stage. Therefore, the Committee includes
officials from cities that are and are not a part of the MDI.

In San Antonio, ITSis considered as part of the overall planning process. The San Antonio
MPO has aworking group that oversees major investment studies; these studies consider
transportation demand management, transportation systems management, and I TS alternatives.

At the time the Smart Trek project started, there was no ITS committee in the Seattle region.
However, the ITS Regiona Strategy Advisory Panel has since been formed. This panel will
provide guidance to the Puget Sound Regiona Council (PSRC) staff as they develop the ITS
regional strategy (Appendix E.5). This panel comprises many Smart Trek project managers and
other members of ITS Washington.

Saff

A staff knowledgeable of ITS activitiesis a benefit to making ITS visible. Staff can provide to
the policy boards and technical committees information on ITS which is needed to make
informed decisions, identify I TS strategies appropriate to the region, and document how ITS can
fit into local and state agency plans.

MPO staff in three MDI sites approach their involvement in ITS activities differently. MAG
staff are responsible for coordinating with al MAG members and incorporating I TS and MDI
effortsinto the regiona planning process and their associated planning documents, including the
transportation improvement program and the long range transportation plan. To accommodate
the increasing ITS efforts, the MAG is funding one-third of a staff position to serveasan ITS
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liaison. This staff member is responsible for the coordination of and communication within the
ITS Committee, attendance at AZTech meetings, and the tracking and monitoring of MDI
activities to ensure that integrated planning occurs.

Staff at the PSRC are actively involved in the Smart Trek MDI. They assisted in the
development of the MDI proposal, serve as manager for the congestion management system
automated data collection project, and sit on the MDI Policy Support Group. Staff are aso
actively involved in the MDI Outreach Bundle and work on various public relations, outreach,
and marketing activities, including conducting two surveys. Internaly, one staff personis
dedicated to refining the ITS element of the metropolitan transportation plan (Appendix E.4) and
conducting surveys of transit agencies and small localities to gauge their use of ITS.

The San Antonio MPO incorporates I TS into the day-to-day activities of the agency. Staff
comprises eight members all of whom work on ITS activities within their daily workload. The
staff endorses ITS and will consider ITS solutions when conducting studies. ITS and
TransGuide must be considered in the base case of al planning studies, whether conducted by
MPO staff or by consultants, as evidenced when the MPO conducted major investment studies
for 1-410 and 1-35.

The General Public

The MPOs can also reach the general public through their citizen committees and outreach
programs. In the San Antonio Metropolitan Area, the MPO convenes groups from small
geographic areas to discuss the 20-year plan, especialy how it relates to an area or corridor.
These discussions may include ITS. Also, theregion isdivided into 19 areas or corridors, and
citizen task forces are established in each. ITS and other aternatives are discussed during area
or corridor meetings. In addition, the MPO conducts four public meetings for each
transportation improvement program cycle. The meetings include not only the general public but
also local elected officials and staff members from other transportation agencies. The PSRC
staff view the metropolitan transportation plan as a public information document that will show
how ITS fits within the region.

Future Role

The need to coordinate the development of I TS between different agencies and between public
and private sectors, to promote a multi-modal approach, and to implement transportation demand
management techniques are reasons to increase the MPO’srole in coordinating aregion'sITS
activities. MPOs are consensus building organizations where transportation planning originates
and where decisions on the development of transportation systems, including ITS, can benefit
from outreach and public participatory structures that have been incorporated into the planning
process. (U.S. DOT, 1997.)

Because major transportation organizations in aregion are usually participantsin the
transportation planning process through the MPO structure, the MPO is being viewed as an
effective mechanism to facilitate and coordinate I TS planning across modes, across political and
functional boundaries, and between public and private sector organizations. Some MPOs have
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already incorporated private transportation providers into the regional planning process and are
in a position to expand private sector involvement to include private providersof ITS
transportation, communications, and information technologies. (Zavattero, 1996)

In particular, PSRC staff views their future role as identifying systems that are most beneficia to
the region, corridors in which ITS strategies can be used, and public and private sector roles.
They also want to provide better information on the effectiveness of ITS strategies and get city
and county governments more aware of ITS and how it can affect transportation in their
jurisdictions. They would like to encourage the state to be more proactive in supporting the
development of the ITS infrastructure and to provide financing and to present ideas to local
jurisdictions about how they can get financing for ITS.

Encourage Staff Involvement

Staff must be shown how ITS will help them perform their jobs more effectively in order to gain
their support. Involving staff members early in the development of new areas will tend to bolster
staff support and empower the staff in identifying potential improvements to the transportation
system and the organization. If projects or technologies are thrust upon staff, staff will not
support them.

The degree of staff support varies among the different types of agencies. The smaller the staff,
such asamunicipal traffic department, or the more defined the section, such as atraffic
engineering section in a state DOT, the greater the enthusiasm. The managers of severa of these
organizations mentioned that most of their staff members are eager to work with new
technologies and gaining their support is not a problem. In fact, in some agencies, more staff
would have been involved if funding had been available. The managers build on the staff’s
enthusiasm. Some managers stated, however, that sometimes staff may express a healthy
skepticism, but usually this does not adversely affect acceptance of the project or technology.

Managers will brief staff as new technologies emerge. They ask staff to look at the technology
from different angles and suggest ways it can be used. When a skepticism surfaces, managers
will show the relevance of the technology and the advantages it will provide. It isimportant to
show how new technologies will benefit the staff, the agency, and the public. To maintain
support, managers will regularly brief all staff on the progress of a project.

Public agency managers at three sites believe it is extremely important to involve operations and
maintenance personnel during the development, purchase, and deployment phases of new
projects. In one location, the maintenance supervisor sat on the product selection committee. In
other areas, operations and maintenance staff evaluated maintainability and compatibility of
technologies and assisted in writing maintenance contracts.

Input from staff who will be users of the new systemsis aso important to ensure that the systems
will be used asintended. In San Antonio, the Ambulance Committee solicited feedback from
personnel concerning the placement of video equipment, and VIA Metropolitan Transit
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Authority bus drivers were asked to provide input on the placement of cameras. Operators of the
traffic management centers are involved in the upgrade and expansion of the centers.

Table 2.4 Benefitsand Costs Associated with Encouraging Staff 1 nvolvement

work together

. Public safety and inter-agency and

media relations are improved.

ACTION BENEFITS COSTS
. Bolsters staff support for new . Management time.
Demonstrate technologies.
how ITS will . Training costs.
help staff do | - Staff empowered to identify
their job more | improvementsto systems and . Increased staff time in meetings.
effectively organization.
. Support ensures long-term success.
. Overcomes reluctance to change.
. Engenders staff ownership that . More frequent meetings involve
Involve staff ensures that systems will be used as increased staff time.
inITS intended.
development,
purchase, and | - Successful upgrade and expansion of
deployment systems.
. Assuages staff concerns involving
increased workload, union issues,
video monitoring, €tc.
. Each group provides insight into . Staff time.
Encourage system design.
staff from . Facility costs.
different . Knowledge is shared openly.
functionsto

Some agencies did report some staff support problems that they encountered regarding the
introduction of new technologies and the MDI project. One traffic department manager
recognized that often theinitial staff response isto be resistant to change. However, this
reluctance is overcome by holding biweekly staff briefings on the technologies being considered.

State DOTSs, which are large organizations, seem to have a greater percentage of skeptics.
Officials from state DOTs identified gaining support from construction and maintenance staff as
an issue. These employees have had less experience with ITS, and some feel that ITS projects
are not “real” engineering projects. To address thisissue, management stresses the traveling
public as the customer and I TS as another element to help the customer. They also show how
ITS can positively affect the jobs of the staff. Management at one site is providing training to

eradicate this skepticism and make staff knowledgeablein ITS.
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One transit agency is currently experiencing reluctance by the union members to accept the
installation of automatic vehicle location systems on the bus fleet. Thereisfear that the
introduction of this technology may reduce the level of inspectors, limiting the promotional
opportunities for the bus operators. At another transit agency, bus drivers were concerned that
the cameras installed in the buses would be used to monitor drivers. Transit management
involved driversin the system’s design in order to diffuse staff resistance and stressed that only
the drivers would activate the cameras.

At athird transit agency, front-line staff (drivers and phone operators) want access to the same
information that the public can access. They want to see what the public seesin order to be able
to respond to inquiries and comments; they also want access to a display with real-time
information. Staff are aso concerned that the MDI project will increase interaction between the
public and the front-line staff and increase the workload for an already overworked staff.
Management is working with staff to address these concerns. These issues show the importance
of keeping union management and members informed as projects are developed and deployed.

Most public sector partners did not incur additional costs to gain and maintain staff support.
Project participants did, however, express several benefits from their efforts. Involving staff
allows them to take ownership of and have a personal interest in the new system, which ensures
that the system will be used and used properly. Gaining and maintaining staff support also
ensures the long-term success of a project.

Staff from different functions now work more closely together. Operations personnel are
working more closely with the design and maintenance staff. Each group provides much insight,
and real needs are addressed. Design, maintenance, and construction staffs work together when
equipment is installed and share their knowledge openly. In San Antonio, staffs with different
expertise are housed in one building, which encourages and facilitates interaction. The AZTech
incident management coordinator added that the benefits of having staff support for the new
technologies include a direct benefit to public safety, a more professiona approach to incident
management, a better relationship with public safety agencies, and a better relationship with the
media.

Table 2.5 on the next four pages lists questions that should be addressed when making ITS
visible.
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Table2.5 Questionsto Consider when Making ITS Visible

QUESTION RESPONSE

REACH OUT TO THE GENERAL PUBLIC

Have you adopted the philosophy that the traveling public is
your customer?

Has a public relations campaign been designed to increase
public awareness and understanding of ITS?

a Have the most effective media been identified?

a  Should focus groups be used to determine the public’s
awareness of ITS?

a Have expectations for ITS been properly defined and not
exaggerated?

a Havethe benefits of ITS specific to your area been
conveyed?

Does the project provide readily available and easy-to-use
ITS information to the public?

a IsITSinformation made accessible to individualsin all
income levels?

a IsITSinformation made accessible to users of different
modes of transportation?

Are there any other actions that need to be taken to ensure
that you reach out to the genera public?
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Table2.5 Questionsto Consider when Making ITS Visible
(continued)

QUESTION RESPONSE

GAIN SUPPORT FROM DECISION MAKERS

Have policy makers and upper management who are key to
the success of I