A Synthesis of ITS Lessons

LEADERSHIP AND PARTNERSHIPS

Lessons in the leadership and partnerships category discuss the role of an ITS champion, partnerships that promote collaboration and cooperation among multiple agencies in deploying ITS, outreach and awareness efforts that make stakeholders knowledgeable and accepting of ITS, and organizational structures that facilitate efficient planning and implementation of ITS.  Specific lesson learned topics discussed below include leaders and champions, partnerships and agreements, awareness and outreach, and organizational management and structure.  Key lessons learned are summarized below, followed by brief narratives of supporting evidences gathered from stakeholders’ experiences:
· For regional ITS deployments involving multiple agencies, find an influential project champion for successful execution of the project.
· Forge regional partnership agreements capable of addressing the specific characteristics of individual partner agencies and their customers.

· Consider public-private, partnership-based unique financing methods as ways to cover costs for transportation projects. 

· Consider several forms of customer outreach services, with a focus on customer convenience.

· Conduct systematic surveys of and interviews with customers periodically to reliably assess customer satisfaction and to design strategies to improve satisfaction.

· Consider a consensus organizational model to help assure support and participation of partners in a regional ITS deployment, but beware of potential delays in implementation.  

· Clearly define the organizational structure and establish an ITS Program Coordinator to insure an effective ITS program.
Evidence-Based Lessons Learned

Leaders and Champion

LEADERS AND CHAMPIONS LESSON

· For regional ITS deployments involving multiple agencies, find an influential project champion for successful execution of the project.
Insight: Role of an ITS Champion

An ITS champion can emerge in various forms including: a lead organization with strong commitment for regional collaboration; a decision maker (or a decision-making board) at a major agency in the region; a person who commands respect through the mastery of issues in transportation; an influential politician at the Federal, state, or local level; or an influential private citizen who is an adept builder of coalitions among various transportation agencies.  An ITS champion can:

· Articulate the vision, goals, and objectives of the region

· Gain support from decision makers at the national, regional, and local levels

· Emphasize the need for a significant public education campaign

· Secure funding for program capital and operating costs

· Help develop strict system performance measures for participating agencies, system vendors, and integrators

For regional ITS deployments involving multiple agencies, find an influential project champion for successful execution of the project.

· The Ventura County Transportation Commission (VCTC) and its board of directors successfully championed an automated transit fare collection demonstration project using smart card technology in Ventura County, California.  Implemented between January 1996 and October 1999, the fare collection system, known as "Smart Passport," integrated several ITS technologies—including automatic passenger counters, AVL systems based on global positioning system technology, and contact-less smart card technology—and was applied to seven bus transit systems simultaneously.  The VCTC lobbied transit operating agencies to participate in the demonstration by assuring the operators that their agencies would bear none of the costs, would receive adequate technical support to install and maintain the equipment, and would derive benefits from lower operating costs and improved service.  As the participants accepted the new system, the VCTC moved from the role of champion to facilitator by establishing a working group that met monthly to address and resolve policy and technical issues.  By the end of the project, the transit operators had overcome many challenges and reached a high level of institutional coordination under the leadership of the VCTC.

· In addition to having a champion, establishing a clear leader and command structure is also important, especially for high-profile special events.  In July 2004, the Democratic National Convention was held at the FleetCenter, a multipurpose sports facility located in downtown Boston, Massachusetts.  The experience of the convention highlights a valuable lesson—that there should be a clearly identified regional leader and a command structure that delineates the roles and responsibilities of each of the operation centers and how those operation centers will communicate with each other.  The Boston region's transportation network is overseen by a myriad of local, regional, and State agencies.  The planning process for the convention was complicated by the fact that there was no one clear leader for transportation issues.  One of the ways that the participating agencies overcame this problem was examination of the Incident Command System—a structure developed by the Department of Homeland Security by which multiple jurisdictions coordinate their response to an event—to determine its applicability in managing travel during the convention.  Clarifying the transportation leadership chain of command at the start, coupled with the use of the Incident Command System model, helped to ensure the successful planning and operation of future major public events.
 

Partnership and Agreements

PARTNERSHIPS AND AGREEMENTS Lessons

· Forge regional partnership agreements capable of addressing the specific characteristics of individual partner agencies and their customers.

· Consider public-private, partnership-based unique financing methods as ways to cover costs for transportation projects. 

Forge regional partnership agreements capable of addressing the specific characteristics of individual partner agencies and their customers.

· The CDOT recognized the value of interagency partnership over the course of its I-25 Truck Safety Improvements Project.  The partnership between CDOT, the Colorado Department of Revenue, Colorado Motor Carriers Association, and the electronic screening program PrePass™ was strengthened by the statewide automation of the commercial vehicle screening at ports-of-entry into the state.  Commercial vehicle screening at three ports-of-entry were automated as part of the project, which has been highly successful.  As of 2004, Colorado had the highest rate of automatic screening bypasses by commercial vehicles of any state.
 

· A clear case needs to be made for the overriding value of regionalism.  Seven public transportation agencies in the Central Puget Sound region formed a partnership to set up a regional fare card program.  Factors that helped in the Puget Sound region included funding that was made available to motivate participation and defray the early costs of entry, an experience base with an early and limited fare card program called Puget Pass, visits by project partners to a fare card experiment in the San Francisco Bay area, and support from the Washington State Legislature.
 

· A U.S. DOT survey of traffic management center staff across the country revealed that interagency agreements show management's commitment to establishing and continuously improving operational cooperation.  The agreements may include common interpretation of operational goals, operational policies, organizational roles, and funding formulas.  In the Texas metropolitan areas of Houston and Austin, formal agreements were established among local and State government agencies covering establishment, funding, management, and operations of the combined center.  In Orlando, Florida, agencies developed a general memorandum of understanding establishing an organizational structure and documenting commitment for information sharing and implementation coordination.
 

Consider public-private, partnership-based unique financing methods as ways to cover costs for transportation projects.

· E-470—a public toll highway in the Denver metropolitan area—is developed and operated by the E-470 Public Highway Authority, a public-private partnership comprised of eight members.  Highway planning, design, and construction were financed with bonds.  The 47-mile highway runs along the eastern perimeter of the Denver metropolitan area and services the Denver International Airport.  The Authority experienced several advantages to pursuing the design and construction of a facility with a public-private partnership agreement including cost savings, risk sharing, revenue growth, and efficient implementation.  The Authority negotiated with outside businesses, such as insurance companies, to underwrite a portion of the highway's safety service patrol.  The service is now called the State Farm Safety Patrol.  This arrangement is another example of the types of relationships the authority can develop as a State enterprise that serves the public interest.
 

· Managed-lane facilities employ various strategies—such as high-occupancy vehicle lanes, high-occupancy toll lanes, value pricing, and special use lanes—to improve traffic flow and maximize the efficiency of the freeway system.  Guidance provided by the Texas Transportation Institute on funding and financing managed-lane projects suggests developing regional public partnerships to facilitate quicker financing.  The State of Texas passed legislation that allows for more flexibility and control by local entities in developing transportation projects that meet the needs of the region.  This legislation authorizes the formation of regional mobility authorities (RMAs) that can consist of one or more counties that have agreed to their formation.  A single RMA is supposed to develop, finance, operate, and maintain each managed-lane facility.  Additional proposed legislation, giving RMAs bonding authority and powers of eminent domain, would give RMAs the ability to issue bonds and finance projects.  If the proposed legislation eventually passes, financing projects through an RMA would free up resources for the Texas DOT to devote funds to other needed projects that may not be as financially feasible as a toll project.  Additionally, RMAs would provide for the leveraging of resources to enable a project to move forward by enhancing its financial viability.
 

Awareness and Outreach

AWARENESS AND OUTREACH Lessons

· Consider several forms of customer outreach services, with a focus on customer convenience.

· Conduct systematic surveys of and interviews with customers periodically to reliably assess customer satisfaction and to design strategies to improve satisfaction.

Consider several forms of customer outreach services, with a focus on customer convenience.  For effective outreach to customers of ITS services such as 511, smart cards, or value pricing, agencies use various forms of communications including 800 telephone numbers, facsimile, e-mail, Web sites, dynamic message signs (DMS), roadside signs, and information booths at local community meetings or fairs.  More traditional media—such as newspapers, radio, and TV—are also used, as a significant proportion of the general public relies on these media for traffic and transit information.   
· The Orange County Transportation Authority in California maintains a Web site for the State Route 91 Express Lanes that allows for online account applications and account maintenance.  There is also a customer service center and an 800 number for customers' convenience. 

· Operators of the I-15 Express Lanes project in San Diego, California maintain a Web site, a customer service center, and an 800 number to provide the public with information about the project and available services.
 

· A model deployment of the 511 service in Arizona included an aggressive marketing campaign using statewide DMS.  The early outreach efforts included posting the message, "Road Conditions, Dial 511," simultaneously on all of the ADOT's DMS located on Interstates and state highways 24 hours per day for a seven-day period.  During the campaign, daily call volumes increased over 30-fold, from 500 to 1,000 calls per day before the campaign to 11,000 to 17,000 calls per day during the campaign.  Call volumes dropped dramatically after the campaign but remained somewhat higher than before the campaign.  The percentage of cellular phone calls also increased dramatically during this period, suggesting that many travelers who saw the message displayed on a DMS called 511 while still en route.
 

Insight: Importance of In-reach

While outreach outside the agency is important, in-reach is crucial to garner support for an ITS project that involves multiple departments within an agency.  When planning for ITS projects, organizations must look within to resolve potential conflicts between departments.  Often, new programs create divisions with regard to funding and chain of command that can jeopardize the success of a program. 

The Washington State DOT piloted its modest but highly successful service patrol in Seattle under the leadership of its Engineering division, but decided to develop its full traffic incident management program under its Maintenance division.  Placing the program under Maintenance was complicated by the maintenance staff's perception that an engineer had forced the implementation of an unnecessary program.  Eventually, Seattle's incident management program was assigned to Traffic Operations with separate line item funding in the operations budget, and a new person was hired as part of the Maintenance division to the lead the program.  The combination of removing incident management from Maintenance and hiring a Maintenance person to lead the program alleviated many of the problems that existed in the program's early years.

· The Montana Department of Transportation (MDT) used a low-cost grassroots approach to raise awareness of the 511 telephone service.  Under the direction of the MDT Public Information Office, marketing and outreach activities began in summer 2002, several months ahead of a ribbon-cutting event for the 511 service.  Forms of outreach during the campaign included press releases, TV news interviews, newspaper articles, highway signs at select locations, and announcements on MDT's pre-511 telephone numbers.  In addition, approximately 240 MDT employees who actively participate in the MDT Transportation Awareness Program raised public awareness of the 511 telephone service to state residents.  The program allows time-off (with pay) to MDT employees who participate in approved public events to distribute information and educate the public about current MDT programs and initiatives.  These public events are often informal settings such as manning booths at county fairs, trade shows, or local festivals.
 

· A study examined the use of ITS in managing work zones by State DOTs was conducted at four sites: I-55 in Springfield, Illinois; I-496 in Lansing, Michigan; I-40/I-25 in Albuquerque, New Mexico; and I-40 in West Memphis, Arkansas.  The results suggested use of proactive approaches in building public awareness of the work zone project status and traffic conditions.  Successful techniques employed at these sites included holding press conferences, issuing news releases, and keeping local media (especially those the public turns to for traffic information) up-to-date.
 

Conduct systematic surveys of and interviews with customers periodically to reliably assess customer satisfaction and to design strategies to improve satisfaction.   

· An evaluation of the Utah DOT's 511 project recommended that consumer research be conducted at the planning stage, during early demonstration of a service or 6 months to 1 year after the service is implemented, and then every 12 to 18 months thereafter.
 

· For its automated fare collection demonstration project, the VCTC conducted informal surveys of customers on each Ventura Intercity Service Transit Authority bus route and received positive anecdotal responses.  The information gleaned from surveys and interviews helped the transit industry understand the positive attributes of smart cards for fare collection, such as their ease of replacement, their ability to collect data that can be used for budgeting, and the security of carrying less cash.
 

· Use of live-intercept surveys was found to be effective in getting a higher response rate and a less biased sample of users than traditional mail-back surveys.  For the model deployment of 511, ADOT used the live-intercept approach.  Approximately 31 percent of the intercepted callers to 511 agreed to participate in a survey, of which approximately 71 percent followed through, yielding 411 surveys and an overall response rate of 22 percent.  No complaints were received from intercepted callers regarding the method of recruitment of survey completion.
 

· In Minnesota, a statewide traveler information survey was conducted to determine user awareness of its 511 service and the likelihood that people would use it.  The Minnesota DOT received the following results to two key questions reflecting usage and customer satisfaction:

· "Overall, how satisfied are you with the 511 service?" Very/Somewhat satisfied – 93 percent, Not very/Not at all satisfied – 7 percent; and 

· "How likely do you think you will be to use the 511 service in the future?" Very/Somewhat likely – 93 percent, Not very/Not at all likely – 7 percent.  

These results suggest a high degree of customer satisfaction for Minnesota's 511 service.
 

· The New Mexico State Highway and Transportation Department administered over 1,000 surveys to assess the public's perception of the reconstruction of the "Big I" interchange in Albuquerque, which included many ITS elements.  The survey found that 60 percent of respondents were pleased with the accuracy and timeliness of the public information provided.
 

Organizational and Management Structure

ORGANIZATIONAL AND MANAGEMENT STRUCTURE Lessons

· Consider a consensus organizational model to help assure support and participation of partners in a regional ITS deployment, but beware of potential delays in implementation.  

· Clearly define the organizational structure and establish an ITS Program Coordinator to insure an effective ITS program.

Consider a consensus organizational model to help assure support and participation of partners in a regional ITS deployment, but beware of potential delays in implementation.

· The RFC) project in the Central Puget Sound region of Washington State involved seven agencies (six transit operators and one ferry system) agreeing on a standard fare card medium, coordinating the associated business and operational processes, centralizing certain activities such as back office financial functions required for fare revenue reconciliation between agencies, and managing a contractor that is providing the system installation and support.  The organizational approach used in the Puget Sound RFC project was based on a "consensus" model, in contrast to an "efficiency" model in which one agency manages the development process and makes key project decisions.  The experience of a consensus model partnership for the Puget Sound RFC project exemplified a number of notable characteristics.
· The structure of a consensus model requires that each agency take an active role in reviewing system design decisions and reaching agreement on vendor directives.  This requirement multiplies the amount of work required to develop the project and makes the work more complicated because of the need to reach consensus among a variety of agencies with differing concerns.

· The consensus model worked reasonably well throughout the initial stages of the project development process, during which high-level aspects of the system design were agreed upon between the partner agencies and with the system vendor.  However, these stages of the process were characterized by schedule slippage and by a heavy and unanticipated workload on the partner agency staff.  As the project moved towards preparing and reviewing the detailed final design documents, these problems were exacerbated to a point where the continued viability of the initial organizational arrangement was questioned.
   

Insight: Consensus Partnership Organizational Model

Detailed insights associated with a consensus model approach to partnership organization include the following:

· Allow each partner an equal say in decision making in the regional partnership to build trust, understanding, and buy-in by ensuring that no one agency will dominate the process. 

· Build on past examples of sound institutional working relationships and emphasize the values associated with a philosophy of regionalism over individual agency self-interest. 

· Be aware of trade-offs associated with the egalitarian structure of the consensus model.  With each agency equally involved in decisions and policy, the consensus model almost certainly will entail more staff time and cost than a structure with one lead agency. 

· Establish a formal agreement—endorsed by the highest levels of management in each agency—which specifies roles, responsibilities, and organizational structure in support of the consensus model. 

· Adopt strong project management procedures that allow for clear goals, plans, and schedules to help keep the project on track, and provide adequate staffing and resources to a regional team to coordinate and lead a project of this magnitude. 

· Seek a balance between attention to management of the vendor contract and to management of the project development process.

· While the consensus model is effective in forming partnerships, the implementation process is likely to be slower than in projects employing the efficiency model.  TravInfo is a regional traveler information system in the San Francisco Bay area. Although TravInfo's organization was effective, the consensus-based partnership caused TravInfo to be slow at making critical decisions.  While productive at some levels, the project approach during the field test was not flexible enough to quickly respond to obstacles that arose unexpectedly, such as the delays in Caltrans' responses to key questions, as well as the consultant's delivery of a system not fully compliant with design specifications.
 

Insight: Role of an ITS Program Coordinator

The role of an ITS Program Coordinator is to:

· Manage the overall ITS program planning and execution. 

· Work with the functional areas to identify needs and to draft and carry out plans.

· Adhere to the policy directives set forth by the policy committee. 

· Identify where coordination needs to take place across the functional areas and across other efforts on the transportation corridor. 

· Keep the program on track—on budget and on schedule. 

In carrying out these functions, the ITS Program Coordinator should have at least one staff person to provide administrative support.

Clearly define the organizational structure and establish an ITS Program Coordinator to insure an effective ITS program.

· A case study of the Virginia DOT's comprehensive deployment of ITS technologies along the I-81 corridor concluded that a strong program coordination function is vital to success.  The case study recommended that the I-81 ITS Program Coordinator be a member of the VDOT Central Office ITS Division, so that he or she had the authority to make decisions for the program and was not vulnerable to funding delays and reductions.
 

Leadership and Partnerships – Conclusions 

ITS leaders and champions are pivotal decision makers who decide what is right for planning and implementing ITS so that project managers and practitioners, based on their leaders' guidance, can execute the ITS projects.  Successful ITS planning and implementation requires championing of ITS by agency's high-level leadership, forging partnerships among entities involved in managing some aspects of the regional transportation system, performing awareness and outreach efforts within and outside agencies, and developing an efficient and effective organizational structure.  Learning from others' experiences about leadership, partnerships, and management structure can help agencies make informed decisions about these fundamental aspects of ITS deployment.
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