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Conference Operator
Good afternoon, my name is Dean and I will be your conference operator today. At this time, I would like to welcome everyone to the Organizational Management, Part B. All lines are on mute to prevent any background noise. Afterward there will be a question and answer session.  If you would like to ask a question during this time, simply press *1 on your telephone keypad.  If you want to withdraw your question, press #.  Miss Jessica Capuano, you may begin your conference.  

Jessica Capuano

Hello and welcome to a special Talking Operations. This is the third and final part, just in time for the holidays. Today's webinar is focused on organizational management for traffic signal systems part B. I will be giving a brief introduction to the web conferencing environment before turning it over. Please be advised that the seminar is being recorded. The format of this webinar is different than previous webinars. Instead of a several part presentation, we will have one instructor who I will introduce shortly. It will also be more interactive. There will be several audience polls during the webinar and the instructor will pause to take questions. It will last approximately 60 minutes. During the webinar, if you think of a question, you can type it into the chat area on the left side of your screen. Please make sure that you send your question to everyone rather than just the presenter. The instructor will stop at certain points during the webinar to address questions.  

The file containing the audio and visual portion will be posted on the NTOC website within the next week.  Attendees will be notified of the availability of the presentation, the recording, and the closed captioning of the seminar. We encourage those who were not able to attend to access it online.  
The presentation used today is available for download in the file download box in the left side of your screen.  To download the file, click on the name of the file and then click the button at the bottom of the download box that says: “Save to my Computer.”

At this time, I’d like to introduce our instructor for today’s webinar: Mr. Lawrence Marcus has over 25 years of experience in traffic engineering, planning, and operations. He has extensive experience in local and regional government transportation, program and project management, training, and facilitation. Mr. Marcus has been an Adjunct Professor at George Washington University for 15 years and is currently the Vice-Chair of the ITE Transportation Planning Executive Council. He previously oversaw traffic signal operations for the City of Rockville and is now an Associate Vice President at HNTB.

Larry, feel free to start when you are ready.
Larry Marcus

Thank you. As we move forward, this is the third of three discussions on organizational management. Just to see who is on the line and who attended the first two, if you could quickly poll in, if you attended the first one a week ago?  That would have been NTOC 01.  It looks like about half and half. I will keep that in mind as I go forward. You can see on the screen for module one the learning outcomes. We look at defining your organization's purpose. We looked at understanding its culture, then with that in mind, your relationships with internal and external stakeholders.  Finally, given all of that, we addressed if you do have mission statements for your values and goals, and all of the above integrated within.  

In session 02 which was held on Tuesday, we reviewed the following which is shown on the screen. If you could poll in whether you participated in module 02A, which discussed the structure of your organization.  There was a lot discussed on communication, internal and external, and recognizing whether your organizational structure effectively meets the goals and objectives that you hopefully have established.  

The theme throughout the series is putting the pieces together so you can effectively manage your program and it is flexible enough to reflect performance, which we will be discussing today. We will also be discussing your stakeholders, and change over time. So, it looks like a vast majority   did attend and chimed in for 02A. Great. This session, we will be going through taking the discussion from the first time which is pretty straightforward, for those of you who missed it on mission, values, and objectives, and looking at specifically the evaluation criteria.  

And then, overall strategies to help you be successful as an organization and how they link back to your goals and objectives. One thing  that I showed less time, as  an example which from the New York  City DOT website which references the Mayor's plan for the city and their subset for DOT as a strategic plan.  As you can see below, they have citywide accountability programs.  A key is linking an understanding the values of the Mayor and his initiative to bringing it to DOT and then pushing the accountability process. 
Also on the website, you can see the link to a progress report and somewhat to marketing, if you will, which is one of the things that I'm encouraging you to do- market the major accomplishments that are shown. You can see the detailed list. Again, New York City is an extreme example because they have much more resources than many of you on the line, but it is still a good example.  

First thing is first. Before we get into specifics of evaluation criteria, I wanted to be sure we were all on the same page on the relationships between goals, objectives and performance measures. As we jump into performance measures, I guess my soapbox, if you will, is ensuring that you have the structure in place of goals, linked to objectives, linked to performance measures, so you have that structure. I seen too often, I guess, in the working world of projects, of initiatives, that have a list of goals in one column, and performance measures in another, and then a soft relationship. The concern is that there isn't a balance or linkages between the two to make sure you are achieving the goals.  Make sure that the performance measures, as they are scored, reflect directly back to these goals and are balanced appropriately between the goals. 
As we go to the next slide, it is pretty straightforward.  But to be sure we are thinking the same thing; you can see this in an example goal of mobility. A link objective is minimizing congestion where possible, and then typical of performance measures for such a goal, such an objective, and that you have the structure in place. Again, this is pretty straightforward. I think that is the world that we normally jump into as technicians. But one of the main purposes of this session and the others has been to hopefully help you if your perspective isn’t already this broad, to bring in these other areas.  

Your system performance which we were discussing earlier versus the use of your resources and the organization's performance as a whole and how it is perceived. If you could, the next polling question is, “Does your organization have this criteria established already…as far as the criteria for performance?  Is it only the first one? System performance?”  Or is it number two or number three?
As you can see in the polling results, the "somewhat" are the majority and that is why we are here- to help drill down a bit into those other two, while not neglecting the third, to help you be successful from all three perspectives. You can see that "yes it does" is only 12%- two people in this particular case. I will do what I can to help with this balancing. 

Moving to the first system performance, this is a list of examples for system objectives. We are not going to the evaluation criteria yet but that link between broadly described goals in mobility and accessibility and safety and protecting the environment, that level goal description, now to the objective, in this case, for mobility, and you can see here, just getting to minimizing the travel time and improving the system reliability and increasing driver ability to make informed decisions and improving it.  Those types of terms get you into a specific area, but it doesn't quantify it. That is the link that is necessary. 
Now, jumping into specifics of performance measures, you can see two areas of general goals. One being mobility and the other one being safety.  Quickly, we will walk through the mobility site. I think everyone is familiar with it. And then we will see what you have for safety. 
It is most important make performance measures are quantifiable as opposed to a goal, as opposed to an objective.  You can measure this. From delayed intersection to travel time. Through or within the quarter, for example, and improving mobility. I want to throw that in. You have other mobility objectives that were more than just traffic, depending on the values of your organization.  

I listed safety, too. If you could chime in with some examples in the chat box of examples that you have used for safety objectives, not measures.  Actually, let's jump into specific safety measures and we will look through your list as we move forward.  Things that would support this on the mobility side, anyway, would be things like reviewing your coordination timing at least every three years, whether you are meeting that or not, broadening your perspective on your performance measures, not only to your peak period but off peak such as holidays. Do we have any safety performance measures out there other than when I put up on  screen?  

Jessica Capuano

Hello, so you are aware, you can type that into the chat box which is located on the left-hand side of your screen.  

Larry Marcus

 Thank you.  

I pulled up an example that reflects values more than mainstream traffic operations.  I worked with the city of Rockville, as you can see here on the slide. First value, being from a traffic calming perspective, the average mile per hour reduction in speed due to the implementation speed of a traffic calming device. Something based on the establishment of transportation, a mission statement, in understanding the values, goals, and objectives. We did not have good performance measures for pedestrian safety at intersections, so we came up with criteria based on the need to be able to quantify that. I guess that is a topic for another webinar or off-line discussion. That is what is reflected here- the average safety as well as percent of signal for intersections that were in a specific category. As you can see, as a side note, excellent, good, and poor. We actually have "adequate" tied to the ordinance on the development review site.  As we get reviews from developers, they need to hit traffic metrics but also pedestrian safety metrics at intersections, which helped us get back to the city goals, and objectives, based on this performance. You can see, if you could scroll through, as I go through the chat box, you can see people's comments within performance measures.  Yes, I agree with those two, and the top 10 worst intersections based on crash history per year as a CIP priority. Knocking those out makes sense.  

As we move into staff focus on priority areas, ensuring the use of your resources are in the right place, I have listed a few here. They seem pretty straight forward. For the peak period and active traffic management, you are focusing on and ensuring that motorists have up to date information if your jurisdiction is mature enough to have such resources. Other examples include special pedestrian needs, activity centers such as school zones, and activity centers and major transit hubs -- and you can read the list for yourself. Just going through, certainly within the safety areas, unplanned events versus planned events.  I am going to use used planned events as an example later on as we summarize what we have discussed today.  

If there is anything I am missing, go ahead and feel free to chat it in for areas where you want  your staff to focus on. Kind of answering the mail on traffic management but also information, pedestrian safety, planned and unplanned events. Feel free to put one or two more in.  

Very good. School zones.  Absolutely. Safe route to school. Absolutely. Good. As those come in, I will keep moving forward.  Here are some examples for ways to measure the performance of your staff and department, again, illustrative of the city of Rockville, for your convenience.  Without reading them all, you can see the percent of complaints and concerns reviewed and responded to within a timeframe.  So, a metric to see how responsive you are to stakeholders and constituents, numbers of CIP projects manage per full-time employee just to get a feel for your workload  and productivity. I would say that one is okay at the macro level, but as many of you know, a CIP project varies greatly in size. You can have a person managing one big project but it is only one project. It needs to be footnoted, I guess.  

You can read through the other metrics, whether it is the amount of infrastructure that you are maintaining or the amount of work per person or per your department as metrics, for your convenience. Certainly, one thing to note as you were tracking these kinds of things for your departments, the numbers themselves have value, but the trends have even more value. In some cases, with your staff, as there are financial pressures on your group and as you are asked to do more, you could show those trends over time as to what your staff is working on with the workload and the pressures that you are put under, as well as successes for you have essentially benchmarked at that the point in time. Pivoting from that point in time, you can show if you are getting better at meeting your goals and objectives through these performance measures, so that trend line is important for you to market.
Finally, we touched on this a bit, but the evaluation criteria are important. To measure the organization as a whole, you are the department's success, and as it gets specifically to how you manage the scope, schedule, and budget for projects you are working on. I guess it is used to discuss and describe the CIP project because you can put a border around it, as opposed to the type of reactive or operational conditions that you have taking up so much of your time and effort.  

It is more difficult to quantify the ongoing effort. Here is a list.  I will you read through this and I will pull out a few of the metrics. It is pretty straight forward. In the city I worked within the past, it did a very good job in tracking such items throughout the city. This includes the percent of CIP projects, contracts that were completed on schedule, completed on or under budget, cost overrun tracking, and the timeframe associated with completing projects. Again, it may not be a one-size-fits-all. You have to be cognizant of that and a reflection of survey questions,  percentage of citizens of rating the conditions of the sidewalk as good or excellent, illustrative  of infrastructure  in general. Looking at some of the efficiency measures, you can read through those.  This is just in efficiency, in this case, of inspectors and the work they are doing. And, finally, we touched on this a bit, workload measures.  I will let you read through those.  I am trying to expand a bit from all of the traffic examples that we have used, although I understand that is the audience.  I will let you work and read through that for a few seconds and then I will move forward. 
Alright, we have closed out at least the first part of the discussion on evaluation criteria and getting more into strategies to improve the operations of the organization.  Just to be sure we are on the same page, the customer and stakeholder perceptions are very important.  We talked a lot in the first two sessions about reaching out proactively, and as shown in the metrics, reactively responding to complaints. But a polling question for the group is, “How many of you actually survey, if you are a city or county jurisdiction, the customer perception of how you are doing?” It is based on a variety of metrics. We have two questions on that. The first one is, “Does your organization measure or check the time elapsed to respond to citizens/ the timeframe?” The second one is, “Do you have that customer survey on perceptions?”  Looking to the results, only 25% do track elapsed time to respond to citizens.  I guess, at all levels of government, it is important to do so in order to understand that, but it is also a sensitive issue. However, I think from the standards that you are pushing to, the high bar that you are establishing for your staff, I think it is important to set such standards and ensure that your group is being responsive.  

When those random complaints come in to those above you, as far as how responsive you are, you are able to track this to show your responsiveness. Certainly, internally, you want to get it done. But also extremely, more often than not, you have criticism, more so than praise, so you have something  to fall back on and say, “Here's the criteria and it has  been accepted by the internal stakeholders, and this is how we are achieving  it.  Here is the trend of action getting better over time, so this comment that we are not responsive does/ does not hold water.” You actually have that tracking system. Only 15% actually have an organizational customer survey. I found that to be very enlightening, as well. We have talked about that in the past, about reaching out to stakeholders. I think it is critical in our jobs to get the word out as to what we are doing. It is also important to understand their perception of how we are doing and how to achieve both on the proactive side of getting the word out, but this is a good reflection of how well our messaging is being received and how understandable it is.  

I think you need the example as to where we could think we are doing a good job, if it is from a state perspective. If we are working on a larger scale project, we have the variable message signs to get the word out to say, “There will be a lane closure from mile marker six to mile marker 10.”  From our perspective, it may make sense. If you are in an environment where you are able to get feedback and learn, the type of comments to help us get better at our jobs would be, “Yes, you got the word out, but I have no idea where mile marker six is. I know where "x" exit is, but I don't know the mile markers.” And this helps us do our job better. The intent of getting the word out is to minimize the pain if it is in a construction environment or just optimizing traffic flow in general. I can provide, if you're interested, my e-mail address at the end.  I can provide more information on surveying to help you. If you are a standalone DOT, it is pretty easy to implement. If you are part of a bigger organization, it would probably need to be done organizational wide as opposed to your area. It is surprising how low that number is.  

Closing that out and getting to more specific strategies to be successful in meeting your goals and objectives based on your values and mission statement. I want to jump quickly into three areas: The first being developing leadership skills for your staff.  The second is setting management expectations, as you might expect, which is linking it back to these measures and these goals. What target are you setting as a performance measure to define your success? Does that make sense?  You have your general goals which you can link to your objectives, and then you have the performance measure which may say you are 5/10. Is that 5/10, success? What measure success?  

It’s not one-size-fits-all. Traffic congestion in an urban area, the level service target is much lower than it is in a rural area. I won't say suburban because in some cases, it is worse, right? I’d like to jump into these areas starting with developing leadership. In the past sessions, we have discussed best practices and program and project management and empowering your front-line staff to be successful and take on more responsibility.  That is what the first one refers to- ensuring that you are applying these best practices for project tracking, project management, and always, in our field, encouraging innovation.
 I don't know about you but that one statement that always rubs me the wrong way is when asked about why something was done this way, and they say, “That is how we've always done it.” That doesn't sit well.  It easily when there are new opportunities. Bullet one above as far as project management. But two is the ever-changing technology that we have in our field. 

With all of that said, hopefully you are developing a mentoring environment. That is a passion of mine.  The pride we should feel as managers in seeing our front-line staff develop into managers, developing into leadership roles within your organization, and providing that. This is all consistent with the next bullet of empowering your front-line staff to be successful, giving them the tools, the accountability, and responsibility, understanding the organization in stakeholder values and making sure that is being conveyed in all of the actions that you take.  

Orienting all of this performance back to your goals, objectives, and measuring it through your performance.   Actively communicating I think I have covered that and seeking the 360 feedback. That is what we were discussing earlier with the survey.  That is internal and external feedback so you can look at the 360 from the external, as mentioned from the customer survey, but also internally, with other departments, with your supervisors etc. to create an, “I just want to do a better  job” environment.   
In getting there, in setting management expectations, we have covered most of these. There is a lot more depth that we can get into on each of these topics, obviously. One hour to cover a whole course of information certainly isn't enough, but hopefully enough to be dangerous, if you will. Starting with creating a transparent process, both in easier communication, productivity, and when you can market it, as discussed later. Establishing clear roles and responsibilities. That is certainly internal to your own group.  

How you work with others in your government agency, and then, conveying that outside of your group to external stakeholders.  And certainly, if you are a large or small organization, we have different ownership, maintenance, operations of your signal system. That is clear. I'm sure it is contracted. Formalizing your project controls which is what we discussed at length the last time. This could apply technically, to the balance at the intersections, toward what the MUTCD direct you to do in the environment that you are working in, etc. versus the values that your jurisdiction holds.  Which is certainly not saying to vary from it, that is not the message, your setting clear expectations internally within your staff to mentor them. Balancing your workload fairly which gets back to the last session of resource allocation for resource management and using tools that are available  to you to understand the workload balance which can work well if you have a team of people with similar skill sets, but it is much more challenging if you have specialists, which you know.  If you have a team of many specialists, it is more difficult to balance the workload based on those areas of expertise.  

And then, as we are in a public environment, to manage the funds very carefully and transparently, as far as what you are using those resources for. Always looking for the long-term gain, if you will. And then defining success and setting expectations for your quality. Settings are targets for performance. And tracking performance versus targets. And again an example would be, as you have performance metrics, it is one thing to measure. It is another to set the bar of where you want to be. That really falls into all three categories discussed before.  

As far as system performance, as far as what you what your staff to accomplish, and your team as a whole. Raise that bar. Get to a place of acceptability, and raise the bar. That is normally just appreciated by everyone. You bring everyone up in their application of technology, of delivery, and educating people on project management. Everyone grows together, if you will.  

I put together an example exercise just to bring these pieces together. It is an example everyone is familiar with and we can look at each of these bullets and the tools that are available to be successful. As you were working on a planned, large-scale, short timeframe traffic event, and it can be anything from construction of a facility or large-scale closures or small scale closures. Fill in the blank. Depending on your jurisdiction, I saw everything from large-scale DOT, to Virginia Tech Hokie out there. At the stadium some of those few Sundays a year where you have this football event, it can apply to all of these.  Are you proactively giving a message?  Look through the list and hopefully it applies generically across the board.  

As we mentioned, communication internally and external and needs to start at a proactive stage as to what is coming and what your message is and how high or low you set the bar.  My experience is that you set the bar low from a traffic perspective of what people should expect. Not in your abilities but in the impact and potential delays. Rather, the feedback that we have received and from the public are that they want to make choices. If there is supposed to be a five minute delay and it ends up being a 30 minute delay, they are upset.  If it is a 30 minute delay and they end up being in a five or 10 minute delay, they are not in such a bad place because they expected worse. That is my advice. To get to that point, you certainly need to forecast your traffic conditions as to what the event will incur. Whether it is a closure in the diversion route… and communicating, as we discussed, with an example in the last session about the diversion routes, have you spoken to the other jurisdictions, will that help impact as well as stakeholders in general who are impacted by the traffic diversion?  

Other modes that may have to support this is simply your timing to ensure that you have optimized the system based on those conditions. Once the event is underway, do you have field communications in place internally working with your staff and the public to get the message out? As you are monitoring the traffic conditions, are you able to tweak your plan in an environment where all involved can make those adjustments?  

I’ve had lengthy talks with professionals in this area.  There different ways to measure performance. That when it is something like this, or large-scale, short-term, as our example is, how many complaints did you receive at the end of the day as far as implementing it or having that specialist event? Based on the feedback of your stakeholders, before, during, and after, what are your lessons learned so you can do your job better? Finally, once it is over, market your success and how well it went.  

The perception of your group here is the level of effort that you plan for. Here is the technology that is used. Here is how we monitored it. Here is what happened. And here's what we didn't expect. Here is how we adjusted. Here is why we think it was a successful event. That is your reputation. Anything I missed on that particular example? Certainly trying to pull together the different things we have been talking about. You have metrics associated with each of those. You have surveying. You have the communication outlets. Anything I missed? Feel free to chat in now otherwise I will move on to some of the summary slides.
Just summarizing which will take four to five minutes, summarizing the types of things we have been covering, I think what I've heard at the ITE annual conference as well as chatting, we have the traffic side. We are in a good place. We are learning.  There are good examples.  

Generally, we are improving on how we are doing as an organization or our perception as an organization. Here is the toolbox list for you as you move forward in shaping your program to be successful.  The first thing is managing your work, your staff, and the project controls so that the resource side as well as the project controls side and the tracking of scope, budget, the performance  management that we just went through, etc. are quantifying and help all that you are doing. That was discussed. Continue to raise the bar.  

Celebrate when you hit those targets internally and by marketing that you have done such. Technical best practices, which is again very relevant in our field as to new best practices, new technologies, new ways to handle different situations, where it is very traffic specific or if you are in an urban area or college environment, more of a multimodal twist to it, and how you’re accommodating that.  

To the forecasting side of forecasting your resource needs with the workload, with productivity, and budgeting purposes, as opposed to based on the changes that are occurring within your jurisdiction, do we have the resources available to be successful? It didn't drill down a lot into the financial aspects but certainly critical in your position to understand this. That is a whole different session. But to understand the budgeting process from the operational budget side as well as the capital improvements program side of the house.  Understanding cost is invaluable as cost of improvements, cost of technology, cost of right of way, cost of utility movement. There is a long list of things to what is initially put into your CIP and if the elected officials, the decision-makers choose to push it out in time. What does that do to the cost?  These variables, if you will, would change having a good handle on that. If something is moved in timeframe, forward or backward, to ensure that if you are marketing for additional resources or whether it is the salary you need for a person or the cost of infrastructure or implementation of a signal at a certain location… is that information up to date or forecasted accurately? 

You don't have to go back again or say you cannot do with the resources they gave to you. I keep pushing leadership management and technical training and the balance of those three. Whereas, never to neglect any. Certainly your junior staff has more of the technical skills and you want to build that foundation early. You don't want to leave anyone, all the way up to your level. It is impossible to manage if you are not up to speed with the technology and what your staff opportunities are.  
Management skills, which I appreciate you chiming in on this, to always try to improve on your management and how that conveys all the way down to entry-level staff as they start to build levels  of responsibility early in their career. That starts to ramp up as their years of experience do so they can help you.  Then, leadership, from day one, is cultivating leaders in your organization and empowering leadership from your group from the smallest of tasks to what you cover, to look at it as opportunities to empower people and give them accountability to be successful and demonstrate such leadership skills.  

In the environment that we are in, with the field operations, with the emergencies that we deal with, there are critical, core skills that everyone needs to have at every level for leadership skills. And, everyone from your technician out in the field to you is exposed to the public. And to have a base level of customer training, which goes along with all three of those. Finally, on this list, is the ongoing mentoring culture which I think I have already hit on.  Just as we review the learning outcomes, hopefully you have found the stream between understanding your organizational purpose within the government and the community itself and how you can optimize your role’s susceptibility in those two environments which relates back to the culture and the purpose it needs that you have, as shown. As I pushed on this before, I won't cover it again, but the major stakeholders and the need to understand your structure and mission statement and goals, goals and objectives, and reflecting the values of your organization.  All covered in the first module.  
The second module, which I have been referring back to, and I won't hit it hard, involves the three items that are shown here.  The last one understands that a flexible program management system can be very beneficial in more than just system performance.  

Hopefully, today, you have found it beneficial to look at a set of examples. And they are theoretical. The evaluation criteria and how it relates back to goals and mission statements and back to the values of the jurisdiction that you work for. So, with that, I will open up to see if there are any questions. I am being sensitive to everyone's time given where we are in this week before the holidays, knowing that many of you have a lot on your plate.  I also wanted to make sure I was thorough enough for you to make it worth your time today. I will open up the chat and the phone line for questions.  

All right, hearing none, you should see onscreen my direct e-mail address. I am happy to help off-line with any questions or comments that you have or suggestions to improve this. I will be presenting these topics again at the ITE technical midyear conference in California, which is more interactive in discussion. You have peers, all in similar situations, together. So the presentation of this information is on the fly in conversational circles. So, I invite you to that session in the March or April timeframe.  Thank you all for your time.  

With that, I will go ahead and close it out. Enjoy your holiday.  

Jessica Capuano

Thank you, Larry. To wrap up this webcast, I will give you some information on the National Transportation Coalition, NTOC. You will see the members here on the slide. Go to each of their sites to look at their site and find out more about their organization. NTOC contains information about upcoming webcasts and an archive site of previously recorded Talking Operations webcasts. We will have this one up within one week. NTOC has two discussion forums. One focusing on ongoing topics and then the other on lessons learned. You can also sign up on the website for the newsletter which you will receive by e-mail, twice monthly.  That concludes today's webinar.  

I would like to say thank you to Mr. Larry Marcus and to all of the participants. We hope you found this informative and we hope you enjoy the rest of your day and the holiday season.  

Operator

This concludes today's conference.  You may now disconnect.  

