Talking Operations Webinar

Objectives-Driven, Performance-Based Planning for Operations: A New Resource

February 23, 2010

TRANSCRIPT

Jocelyn Bauer: Good afternoon and welcome to another Talking Operations webinar, hosted by the National Transportation Operations Coalition, or NTOC. The title of today's webinar it is Objectives-Driven, Performance-Based Planning for Operations: A New Resource. I’ll be giving be giving a brief introduction to the web-conferencing environment prior to turning the seminar over to Darren Buck from the Federal Highway Administration who will serve as the moderator for today's seminar.  Today's webinar will last approximately an hour and a half with an hour and fifteen minutes allocated for the presenters and a half hour for audience questions and answers.  Please be advised that this webinar is being recorded. During the presentation, if you think of a question, you can type it into the smaller text box in the chat area on the left side of your screen.  Please make sure that you send your question to Everyone rather than just the Presenters.  The presenter will be unable to answer your questions during his presentation, but Darren Buck will use some of those questions typed into the chat box for the question and answer session in the last 15 minutes of the seminar.  A file containing the audio and the visual portion of this seminar will be posted to the NTOC website within the next week.  I will type that address into the chat box shortly (http://ntoctalks.com/web_casts_archive.php).  Attendees will be notified of the availability of the presentation, the recording, and the closed captioning of this seminar. We encourage you to direct others in your office who are not able to attend this webinar to access the recording online The presentation used today is available for download in the file download box in the left side of your screen.  To download a file, click with your mouse on the name of the file you would like to download and then click the button at the bottom of the download box that says: “Save to my Computer.”

At this time I would like to introduce Mr. Darren Buck, the moderator of today’s web cast. Darren Buck is the marketing specialist for the FHWA Office of Operations, and his duties include overseeing the outreach activities of the National Transportation Operations Coalition.  Prior to joining FHWA in 2008, Darren worked in similar roles within the bicycle community, and at a small Federal program creating jobs for people with disabilities.  Darren received an MBA from the University of Maryland at College Park in 2005, and is currently studying transportation planning in the Virginia Tech Master’s of Urban and Regional Planning program.

Now, I’ll turn things over Darren who will start things off.

Darren Buck: Thank you very much, Jocelyn. We are excited to have a great crowd online and in our conference room to talk to you, once again, about some exciting resources that the DOT Planning for Operations Program is putting out to help integrate operations into planning and provide the models and templates for entities to use during that planning.  Last time we met last month, we discussed how regional and local entities on the East Coast are using the approach and content of the resources and today we will hear from two representatives from the West Coast, Anchorage and Portland, Oregon. Without further ado, I will introduce you to my three colleagues that are sitting in the room with me. First of all, Mr. Rick Backlung who has worked with the Federal Highway Administration for the past 22 years. In his current position, he is the Program Manager for the Planning for Operations initiative in the Office of Planning and Operations.  This program is led jointly by the Office of Planning in FHWA and FTA. Prior to his the current position, Rick worked in the USDOT New York Metro Office where he was the lead FHWA representative with the New York City Metropolitan Planning organization and he was the project manager of the cross harbor freight tunnel project.  Previous to working for FHWA, Rick worked for Texas DOT in their headquarters office in advancing many of their ITS and traffic management projects across the state Additionally, we have Egan Smith, who is with the FHWA Office of Planning and has almost two decades of experience in transportation engineering. Mr. Smith’s educational experience includes a bachelor of science in Civil Engineering, a master of engineering in traffic engineering and a master of science in technology management. At FHWA, Mr. Smith is a member of the planning oversight stewardship team and acts as the head office liaison for six division offices. His main areas of concentration here at FHWA include collaborating with our Office of Operations and with FTA on the planning for operations program and supporting and advancing DOT initiatives and planning. And finally, we have John Sprowls who is a community planner for the Office of System Planning in FTA in Washington, D.C. He has been at FTA for the past four years and currently serves as the Program Manager for the FTA/FHWA transportation planning capacity building program and also has areas of emphasis that include working jointly with FHWA on rulemaking and non-regulatory guidance for planning practice and advising on the planning aspects of the new transit programs, SAFETY-LU, congested management process and Transit at the Table, a report series that has prompted greater involvement by transit operators in policy and planning, technical activities. With that, I will turn it over to Richard.  

Rick Backlund: Thank you. We are excited about having the second of our two webinars with NTOC on a product that we have been developing jointly. As Darren alluded to, the Planning for Operations program, which is a crosscutting initiative between our office, the Federal Highways, and FTA. We are very pleased with the turnout for this webinar and there was a lot of interest expressed in both of these webinars. We are very pleased with the high-level of registration.  Darren talked about we will have two excellent presentations by two of the MPOs who were involved with the creation of the brand-new product that we will be rolling out in the Spring. At this point I will pass it over to Egan Smith.  

Egan Smith: Hello, I just wanted to say that I am Egan Smith and I am with the Office of Planning and am very active with the Planning for Operations efforts. We see this as an opportunity to meet the needs of reliability and efficiency needs of the transportation system. That is a key effort on our part that we keep involvement with this initiative. Now I am going to turn things over to John Sprowls with the FTA.  

John Sprowls: Thank you, Egan. FTA and Planning for the Environment is very excited about this effort that we are undertaking with the Federal Highway Office of Operation and Planning.  FTA has been aware that transit operators have not always been sensitive to issues arising out of concerns of System Operation. We constrain the vehicles, utilize the railway system and are negatively impacted when they are physically and operational problems on the rogue wave resulting delay. If operational and management solutions along with the objectives are defined, transit can help significantly in reducing the problems.  The Model Plan document has a number of fact sheets identifying transit-related operations and management objectives strategies that FTA is the excited about. With that being said, I will hand it back over to Rick.  

Rick Backlund: Thank you. At as point I will give them quick overview of our presentation. We will be talking at the federal level and providing an introduction of what is the objective-driven,  performance-based approach that we are advancing with planning for operations and myself and Egan Smith will walk us through an overview of the Model Plan Desk Reference document, how to use it  and the companion resources that we have developed. As I was mentioning earlier we are very excited that this document has been put together and I hope by the end of the presentation you will see space lot of potential value for use by MPOs and operators across the country.  When we talk about the objectives-driven, performance-based approach and what it means in terms of the planning process, what we are talking about is effective decision making, where operators and planners are jointly working together to develop goals in the long-range plan and measurable objectives that are agreed upon that can really move forward a Region in terms of enhancing their mobility,  moving forward with creating more reliable travel and using operations to be able to support that and hand in hand with that is the whole subject of performance measures,  utilizing performance measures to track progress with freezing these agreed upon objectives and goals and then out of that, creating, oftentimes multi-jurisdictional operations projects and programs that everyone can agree upon that can be effective, potentially lower-cost and their capacity and that can really work to enhance mobility. You will hear the acronym M&O. For the planners on the call, we are not talking about maintenance and operations – we are talking about management and operations not maintenance and operation.  We will focus on multi-modal jurisdictional systems across mode, highways and transit and jurisdictions within a MPO or TMA, between operators and planners in a MPO and each organizations. The intent of M&O is to create very strong decision making before we move forward. I am not sure how many of the people had attended workshops that we had held in 2008, we had Federal Highways  and FTA that facilitated a aggressive program and we had this approach that you see now on the screen. The objectives-driven, performance-based approach is where we are enhancing. Going through this, that at the top you see the regional goals and motivation, oftentimes with a MPO, if you pick of a long-range plan you will see mobility goal and efficiency goal and taking the concept and adding of lot of commitment to it. It is really moving it beyond a vision to is something that we think this approach will help and is helping MPOs to craft realities where operation is a strong vehicle for advancing and meeting the needs of regional issues.  As we go through this chart we see taking the regional goals and motivation and following those into creating operations objectives that I will speak to more in terms of the particulars and then using those performance measures,  which is a very important topic that all of us have been involved with in discussions and organizations of late, utilizing those performance measures as a vehicle for creating strategies and projects that will get into our long range transportation plan into our TIP document and into implementation and what becomes critical and for those areas during that monitoring and evaluation,  taking those agreements that have been brought down into the planning documents and taking them reality check and going back  and looking to see if we have met the objectives with the performance measures become the full-fledged process in terms of ensuring that we are having meaningful dialogue that people can buy into. In terms of some of the legislative context, I briefly talked about M&O. When we look at SAFETY-LU, there are requirements to include operational strategy and existing facilities, relieve vehicle contestant, and maximize mobility.  

How is this different from traditional planning? I would say that the real key word with this is the approach, the role of effective decision making, replacing the needs first in the process, the vision first  and using that as the basis of for how ultimately, for operations, programs and projects, how they get selected in the planning process and when we say this we are talking about having operators within these MPO agencies who are working on the committees with planners and focusing in on agreements and focusing on developing specific and measurable objectives that can be advanced that have a commitment behind them.  

Part and parcel with this, I did mention in 2008 we had prepared two interim guidebooks on the Congestion Management process and the Guidebook on Management Operations. Those two documents really became the focus of this effort  and out of those workshops we heard them lot of feedback from MPOs and States about creating an integrated document, Advancing Planning for Operations, that we are close to completing  and that one thing that we heard in these workshops are comments about to get started with the approach.  Of like what I hear and what you are all proposing and what MPO plans are starting to advance. Out of that discussion came the creation of what we are about to release, which is a document that adds value to the dialogue.  We are calling it a Model Plan Desk Reference and the intent of this is to create a resource, a ready resource, not a cover to cover read but a very accessible document and CD that planners and operators and Regions can take ideas from and really move forward with some serious dialogue with how we are going enhance regional mobility and we do not have the resources we have had in the past to do purchasing right away.  How can we use this document to help advance this argument and really work towards faster and more effective solutions to meet our regional meets?  

In this model plans document we will be providing tangible examples of types of objectives and performance measures and fact sheets that will be readily accessible and can be printed right out of the document or CD that lists goals and objectives.  I will talk about how this would actually look. One of the comments we heard from people is how to make this document a visual illustration of how all the pieces fit together?  

Why a Model Plan? Approach documents only get you so far. Ideas are great, but where are the resources to back them up? We back at Federal Highways and FTA took that very seriously what was needed in addition to this document is the Model Plan document. We went go ahead and move forward with that and I will quickly go through and talk about the document, the desk reference content,  what you will see in here our sections on developing operations objectives, menus of these objectives, an illustrated plan on how all of this looks and some resources to go with it. Of the types of menus of operations objectives that you will see in here, we did a wide scan of this thing across the whole subject area of operations. You will find in this document that we cover a wide variety of areas from arterial management and travel information systems to work zones, travel demand management and we really took a serious look that nonrecurring congestion as the main basis for this document.  

Taking this, moving forward when I was talking about the operation and objectives, it becomes the key versus a typical objective in a standard process is the SMART objectives, specific objectives that guide the approach,  measurable that everyone can agree upon that quantify what is the reduction or benefit that is desired to be achieved. The agreement becomes very keen. Realistic, the R in this really speaks to the agency commitment.  A key portion of this as I was alluding to earlier are the fact sheets and these will be ready made resources that a person can pick up the best reference and go by subject area that I just pointed out and all of these nonrecurring congestion, and the point of these fact sheets are to spur ideas. Key components will be the SMART operations objectives, the associated performance measures and the need to advance, what type of data which you potentially need?  They also include the types of strategies that are potential. This is the slide that shows what a fact sheet is going to look like, the subject of travel time. I will not read that the slide but have many general description of the subject area  and the performance measures, the data needs and then resources to help MPOs and operators have a good dialogue and a resource that can help them focus, how they will address needs. We have additional sheets that show by type of subject area, there are correlations between these non-recurring types of congestion. We also have matrices that show us if you are wishing to advance in a certain subject area, such as transit operation, what can be some of the other associated benefits, that are potentially multi-modal, that would have benefits in other areas, as well, for your mobility and efficiency. I will turn this over to Egan Smith who will speak to us about the illustrated portions of the Model Plan document.  

Egan Smith: Thank you, Rick. Let me discuss the model plan presented in this document.  How did we develop this plan?  It is not an entire plan but segments of a plan to consider how operations can be weaved into the plan since each metropolitan organization operates in unique circumstances with varying State law, regional congestion, and air quality issues, staffing and funding constraints and since there might be multiple agency collaboration issues, as well, this all makes presenting them single model plan somewhat impractical.  We can assume that all MPOs take similar steps to back their planning development process to address their unique circumstances, we can assume that goals lead to objectives and objectives lead to some form of evaluation criteria,  these evaluation criteria help form performance measures and performance measures would inform the selection of programs and projects and the ability of the feasibility  and timing of the implementation of these products desirable that applying the performance based approach in this model. A service of what can be considered a model plan and follow a similar approach.  They illustrate basic, it gets incomprehensive levels [ indiscernible ] to the fact sheet.  

With that said, the intent of this section of the document is not to write an entire plan or dictate how MPOs should organize, format or prepare their plans because the model plan illustrates how the approach affects who is involved with the planning process and how operations can help achieve regional outcomes and the value derived from applying measurable objectives to the decision making and implementation phases of the planning process.  This section does not present the content of every chapter indicated in the model plan but includes excerpts from two sample chapters of a typical plan, goals and objectives and system management and operation chapter and indicate how these two sample chapters fit into the entire plan framework and this document attempts to provide some of the how-to needed to achieve this and we will have presentations from two MPOs that have utilized a is similar approach.  

So, overall, this desk reference represents a tool for using the objectives-driven, performance-based approach and it is a resource designed to enable transportation planners and their planning partners to develop major transportation plan that includes operation objectives, performance measures and strategies that are relevant to their region that reflect the community's values and constraints and move the region in a direction of improved mobility and safety. It offers practitioners a menu of options to incorporate operations into their plan through an organized collection of sample operation objectives and performance measures.  To show how this looks in practice, it includes features excerpts from a model MPO plan that I discussed in the last two slides, illustrating the results of using the objectives-driven, performance-based planning for operations approach.  

More specifically the desk reference presents operations objectives for that specific operations provides readers with insight into how these operation objectives can be tracked with the right performance measures and data, and it allows you to find potential M&O strategies to improve transportation systems, efficiency and reliability. The reference is a Companion to all the Federal Highway Administration and FTA resources and I will let Rick speak some more about these documents. Thank you, Rick.  

Rick Backlund: Thank you, Egan. As Egan pointed out, the illustrated portion of the plan is meant to be a visual cue and show how the pieces fit together and is really exciting about this type of product. I hope you will all find the value and use.  In terms of the companion resources that we are advancing, I spoke earlier about consolidated guidebook of the objectives-driven, performance-based approach and this has been completed and we are in the publication phase at this point and are expecting a release in March or April of this year and last year in April you might find of interest but we had developed working with MPOs, a number of case studies. To show how MPOs are starting to advance Planning for Operations. There are approximately six of these case studies.  Of the technical modeling side we have done a lot of work in terms of examining non-recurring congestion, the non-capacity related issues that go on in Transportation planning? What are some tools that we can promote with that?  We have started going out with workshops across the country. In April, first, we will have workshops in the Atlanta Regional Commission and workshops will be following in Wisconsin and other parts of the country for approximately the next year and a half. In addition for the guidebook document completed in March and the Model Plan document,  we will be commencing workshops in the summer to bring all of these tools together in addition to a document not listed here that we are working with a number of state DOTs to create a reference guide for advancing plans of operation of the statewide level.  I would refer to the website the bottom – www.plan4operations.dot.gov. This is our operation website. The guidebook will be posted and I would expect that to be in March. There are these other resources listed in 2007 and other tools are available and can easily be accessed. I would encourage you to look at that. Quickly, the contacts from the federal site, myself, Egan Smith and John Sprowls, we are all very excited about the programs because there has been on lot of momentum and interest expressed across the country. We look forward to dancing.  

Darren Buck: Okay. With that, we will head into our presentations. First of all, we will hear from the beautiful city of Anchorage, from Lance Wilber. He is the South-central Regional Director for the Alaska Department of Transportation & Public Facilities.  He has been in that position since January 2010. He is responsible for the oversight of planning, design, construction, maintenance and operations for the region. Among his duties, he serves as the Chair of Anchorage MPO Policy Committee for the Anchorage Metropolitan Area Transportation Solutions (AMATS) organization. Previously to this, Lance served as the Traffic Department Director for the Municipality of Anchorage for 8 years. He was responsible for the overall direction and administration of long-range transportation planning and programming, traffic engineering, signage and signal operations as well as the municipal communications. As the Traffic Director he served as the Chair of the MPO Technical Advisory Committee.

He graduated for Oregon State University and received his Master’s Degree in Urban & Regional Planning in 1992 in Washington. 
Lance Wilber: Thank you very much and welcome, everyone. It is a pleasure to be here and what I want to do today share with those folks, give a an overview of Anchorage and at the end of the day, use some of the material that you probably already have on hand to implement this operation and planning. We will talk about Anchorage and that all MPO plans are unique. The importance of recognizing how your land use plan, your MTP, your transportation plan, how those goals and objectives, some of the things that Rick mentioned on his slides, I will use that process that is familiar and used by many MPOs on how we can achieve this idea here.  The other thing I think is important at a MPO level is the importance of data and the goods and the bads. Some of the documents that we have, the status of the system, is the document we use to measure our progress and management operations and transit in all modes and talk about how we in Anchorage are using the desk reference and how other MPOs could be looking for to it and me, as practitioner, doing transportation planning, but I think are key pieces that MPOs should be looking at. Where we are going to be headed and maybe some words of advice will be given on our experience. A little bit of Anchorage we are about 300,000 people – a little more than 40% of the state’s population lives in Anchorage. We also have them lot of wildlife that we appreciate. For many MPOs, they have some urban growth boundaries, either geographical or political. For us, we are more geographical.  We have mountains and water on each side. We are constrained in our development. We have a great rail system here in Anchorage, and we are located in one of the busiest airports for cargo and a lot of small personal planes.  We have a unique transportation system here. A thing about AMATS. We are not –we were a borough and a city until 1975. Unlike many MPOs, we are one unified governments because we do not have to account to a county and multiple cities.  For many MPOs, you would think that its a luxury. As Rick was mentioning, the importance of jurisdictional cooperation, we are all in the same house and our MPO and technical committee, there are 11 committees that include transit operators, land-use planners, DOT people, real road, air quality, a great balance. The policy committee is five individuals, the mayor, myself and local, elected officials.  It is not a big board and we typically meet monthly. For Anchorage, we were designated as a non-attainment area back in the 70's and are in a maintenance condition and--For those that are familiar with our area, the community just north of us is part of the Anchorage MPO area. Let me begin by talking about a bit of perspective to the desk reference itself and I think that many MPO do this and for those that might be new to the MPO process. In Anchorage, it is important to recognize this because we have made comprehensive plan and in that, there are many elements and one is our land use document. Within that comprehensive plan is our MTP, by the desk reference terminology, this is the long-range transportation plan and within that, we have a congested management plan and status of the system report and I will talk about how each one of these documents that you probably already have or are working on will help you can move forward on integrating operations into your planning. Let's look a transportation plan and as you will see in the desk reference, the key to developing and thinking about putting operations into your transportation plan is a mindset and what this desk reference is encouraging is that more of the plans should be based on a set of outcomes and we you will see is that many transportation plans that should be driven by outcomes, what you see in them are [ indiscernible ]. You see the capital projects but not the desired result. That is a challenge at a variety of levels.  This desk reference will help you move towards that outcome-driven success. This slide here is the representation of the Anchorage Transportation Plan and what our goals look like. And I think what Rick was mentioning and Egan was alluding to as you move toward your planning process and model plan. That you have goals, these are the goals that are in the Anchorage MTP and the ones are highlighted are those sections of our plan that look at outcomes towards implementation. There are other goals in our transportation plan that are included and are important because they are supporting land use or other elements of our overall comprehensive Plan.  I do not think you need to be limited to just the ones I should in the previous slide, but in our transportation plan, you'll see these goals and they might look familiar to many MPOs, large and small. As I mentioned, the congestion management plan, I think many people have created and as Rick mentioned earlier, how do you blend congested management plans that you have with the management operations?  With for Anchorage, what we have looked and to find out what we already have that helps us move forward and advance or fine-tune a more objective-driven planning process, we have a congestion management plan that we created years ago  and was not requirement under-I am not sure-not SAFETY-LU, but the ISTEA. We have made particular objectives that we are targeting and I will talk about what some of those performance measures we are looking at.  If you have a CMP, it is a great place to start to look not what kind of system operations or activities you are doing and as I move on, what you will need to be thinking about is how to make them SMART. That is going to be important.  For example in Anchorage, we include some of these examples here and many others, the things with operation and management, what we need to do to get better efficiency and reliability of our systems, whether providing information on travel and weather.  I get my weather information on CNN. In other parts of the country, what the MPO is looking that is unique to its own place and the type of information and the way you put it out will be unique to every MPO.  The guidebook will provide that flexibility for you.  This is an observation that I have shared with many of my peers and Rick and Egan and many of the Project Development Team.  
It seems to be that whatever counts, gets counted. What I mean by that, whatever is important to a MPO, and whether it is transit or pedestrian or roadway, an MPO will focus the data collection on those things and it has been historically on the roadway, capacity-driven data information, frankly because some of that is on a federal requirement that we have to do and it might be a state requirement, vehicle miles traveled or that type of information that needs to be available. I would note that a lot of data you collect is qualitative in its sense, but most is quantitative and balancing that will be unique.  Having the data will help you measure your success. I just want to point that out as point here, do not fall victim to just collecting data that determines-if you are collecting of certain set of data, do not let that drive your objective.  Figure out what the objectives are and then collect the data you need to measure those. In Anchorage, these will look familiar to many MPOs. These are the performance measures that we look at in our MPO that our policy committee, figuring out how we would measure the success and improving our system. These are the typical performance measures that you might see in a congested management plan. They are multimodal, which I think is really important for people to recognize. They look very familiar. There are some here on transit, and some are not-motorized and but most are related to the motorized system, level of service.  I think travel times, those are the ones, that if you are not collecting the data, you need to be spending more time and attention to. What is important to the customers is- how long will it take me to get to work? When you are looking that your performance measures and what you are trying to achieve, you need to be looking out for that. In the bottom right hand corner, one of the things we are looking that is the relationship to operations, this is demographic of the main roadway system that we are running--Strutted tire use, a combination of a lot of highway travel, from the operational standpoint what performance we are looking that pavement.  That they go down about the status of systems and the reason I want to point this out is that the document for Anchorage is not measure of your success and tells you whether or not your goals and objectives that you created, are you moving in the right direction? Are you moving in the right direction on multiple things? With Anchorage we have been tracking this for multiple years and we looked that all modes in Anchorage. In Anchorage, with some exceptions, we are doing very related to our peers across all modes. Overall, our transit system, ridership is up and our pedestrian usage is up and that has a lot to do with the management and operations and maintenance of a lot of our systems.  I think that one of the good thing she wanted point here is what this information shows is, are removing in the right direction? Even in Anchorage we have some work to do but know what needs to be done. That is going to be helpful for us.  Let me switch gears and talk about the desk reference itself and my sense of why it would be a benefit to MPOs and where I think some of the key elements will be.  It is mostly reiterated to what Rick and Egan were speaking about. The slide here will recap that.  I think it is really important to help MPOs think in a particular way. This graphic here is something you will see in the desk reference guide and for me, it really hits home to understand how your outcomes are going to be driven by objectives. I think Rick or someone earlier had mentioned, as an example, we talked about system reliability.  Where you are looking for is an outcome of system reliability, actions or reliability, the top of this here, it is neutral. You can apply that to any type of mode and when you figure out how you will do that, how you are going to measure the outcome of the system, you just characterize it by this. When you are measuring system reliability and ask yourself how to do that, that one of the ways you want to measure your reliability to is to reduce the variance in travel time. How will you do that? Look at reducing the non-recurring congestion. How will you do that? Reduce the schedule delay and as an example you might want to look at special events or how would you want to do unscheduled delays? You might want to look at Travel Information. You are in the planning process and not thinking about this.  You say that we are looking at reducing unscheduled, non-recurring delay. What you will need to do is ask yourself where you are doing that, why you are doing that. For me and many MPOs, this will answer the simple question, why you do something and how you do it. I encourage you to take them look back this and it will help you in your decision making process, particularly for allocating resources. Selecting operation and objectives, I cannot hammer home how important this is, the need to be SMART. For many MPOs, I think that they are, but MPOs miss the deadline part – you want to meet a particular objective by a particular date.  It is not uncommon to be looking in the right direction by a particular percentage, but sometimes it is a challenge to figure out how you can actually achieve it. For many MPOs, and in Anchorage, before we started it,  we did not know what number reasonable time frame was because we did not have the data.  We are collecting that information. Some other observations when you looking that these, look what matters to the people and who are operating the systems because they are operating a Service. What is important to the clients and citizens' clubs that is what needs to be looked at. Be careful about feeding the beast. Collecting data for data purposes but is not helpful to measure your outcomes and meet your target is money not well spent.  This is a challenge for many MPOs, blending the technical and policy desires and needs. The is the concern of many MPOs, who aren’t looking far enough away this because that is a challenge and I recognize it and I think that FHWA  and FTA recognize it as well, this is the real world of Planning. Recognize that it will take time if you are a recently designated MPO, it will take you some time to get up to speed and figure out how to create your own plan that benefits you.  It will not happen overnight. If you use the document, it will be helpful. What we are looking that, we have done some things very well but recognize we have some improvements for a MPO. I know what we will be doing.  We will use the desk reference when it comes out. We have a lot of new faces that do not appreciate the benefits of this. I think many MPOs might already be leagues ahead, linking performance to the budget, linking information to decision making. We will be listening to refine the objectives we have and the goals to be more outcome-driven rather than project-driven and a start our connection between our performance measures and our budget. Having our performance measures linked to our capital budget and our operating budgets are going to be important.  Many MPOs have performance-based budgeting. This tactic recognizes that the funding environment will challenge what you do. Maybe in closing, some parting words of advice to use what you have.  You will not always be starting from ground zero but look that the documents you have and use the desk reference and refine what you already have. Involve the operators. With our MPO we have the transit operator and MPO and are also closely tied to our maintenance and operations and they are cooperative between the state and local area. That is very, very important. It can be a challenge in some places but here it worked out pretty well.  Use the guidebook when you have any chance to look that it and recognize what works for you with a MPO like yours – it might be too much for what you want but might be too much information for Fairbanks or Boise. Use some common sense.  Make sure it is meaningful. In summary, we are a little bit unique and are one unified government with close relationships to the State and Department of Transportation. We have that benefit working for us.  Make sure that your planning document is more outcomes-driven and recognize what you have there. Collect the data you need and collect what matters. There is a lot of good information in the desk reference.  Challenge yourself to meet a particular goal by a particular date. There our number lot of useful applications in the desk reference. I encourage all MPOs to look the desk reference and I appreciate the opportunity to share our experience because thank you.  

Darren Buck: Thank you, very much, Lance. I am going to introduce you to Deena Platman, who is a Principal Transportation Planner with Metro, the regional government for the Portland, Oregon metropolitan area. Ms. Platman manages the Regional Mobility Program, which coordinates the development, implementation and monitoring of regional transportation system management and operations (TSMO) strategies in partnership with TransPort, the regional TSMO advisory committee. She also served as Metro’s regional freight planner. Prior to working at Metro, she spent 11 years as a transportation planner with the City of Portland working on a variety of long-range multimodal planning projects including the Portland Freight Master Plan, Transportation System Plan, and numerous corridor and area studies. Ms. Platman holds a Master’s degree in Urban and Regional Planning from Portland State University and a Bachelor of Arts degree in Political Science from University of California Los Angeles. 

Deena Platman: Thank you, Darren. I had the pleasure of participating in the creation of the desk reference in the midst of doing this our update of our long-range plan, called the 2035 RTP. Because our region has been actively involved in using the FHWA objective-driven approach with our planning I think I offered some useful advice to the desk reference development but we were able to actually bring some of the good ideas that we got back in  and incorporate it within our planning. Over the next several minutes I will be walking through and sharing a case study of how we approach this. Just a brief overview, I want to share the policy framework of the outcome planning and will talk about or performance management system and I’ll talk about how we integrated operations into performance-based planning. Just a few fun facts about Metro, first of all, our Portland region, Metro is the MPO for the Portland Region. Our jurisdiction covers 3 counties and 25 cities along with a strong relationship with our neighbor to the north of Vancouver and Washington.  We are the only regionally elected government in the country and have our long-range transportation and land use planning but also we also run the solid-waste transfer station among many programs.  

Important to note it is that Portland is a growing region – we expect a million more people to move to our area over the next 20 years and our growth plan is our guide to be able to accommodate the our new residents within our existing footprint.  That is our goal. To achieve this, our region is embracing ideas of the efficiency and good management of existing resources on both transportation and land use side. Just to provide a brief planning context, our region’s spent the last few years updating our regional transportation plan and we developed it in two phases.  The first phase was focused is meeting our federal requirements and our current phase that we are wrapping up is focused on meeting our Oregon State Planning requirements.  In the same time frame we develop a regional transportation management operation (TSMO plan) as well as the regional freight plan.  The benefit of doing all these plans at the same time is that we were able to use our modal plans to inform the RTP but more comprehensive policy development and in the more focused plans we have been able to use that policy direction for strategies and investment. So, with the RTP update, there a was strong interest from our elected officials with creating an outcome-based plan and the first thing we did was to start with identifying a set of desired outcomes and these were much more broad  and developed based on public opinion [ indiscernible ]. You can look that the list here and while many are transportation focused or guided, they also have a land-use element as well.  The next step for us in jumping into the RTP once we had the desired outcomes was to identify a set of RTP-specific goals. If you saw the slides, similar to Anchorage, these is not anything particularly unique, they are what we all want for our community but they provided the basis to identify performance measures of for the region going forward.  

Now, I want to talk about the performance management system that we put in place for this RTP. In previous versions of our plan, the success of our plan investment strategy was focused and narrowly measured using level of service standards and where is the red, did we get the red out on the modal map? This time around, our approach, we wanted to better tie our performance to the performance we are seeing as well as a much more broad set of measures than simply looking the level of service condition.  The performance measurement system is also something that will be helping us meet our benchmark requirements for the Oregon Transportation Planning office, as well as our congested management process requirements at the Federal Level. The graphic that you are looking at on the slide shows the cycle of the Performance Management System. We have identified the three stages in the cycle: Performance targets, performance evaluation and performance monitoring. Over the next several slides,  I have gone over those because what is important to note is that linking at to integrated operations to specific measures within make larger, comprehensive set of measures.  

So, the first area that we are focusing on its performance targets and I talk about these as more policy-level targets.  These are things that we want to track to see how well our RTP advances our region towards the desired outcomes over time. With the help of our board and Metro Council we developed 8 targets that are identified on the slide that will help us track that overtime. When you notice here is that we adopted the SMART approach that was discussed in the desk reference to construct these measures.  You will see the quantitative elements as well as a time-bound element.  

The next stage of performance management is performance evaluation measures. We are using these to evaluate alternative investment packages within our plan. They rely on model data so we can actually forecast and compare different packages of investments. The slide lists 11 measure areas for evaluation.  We used a workgroup to really develop the combination of mobility, accessibility and environmental measures and we have since applied them to our investment strategies and were able to make some determinations about whether we are moving the bar on these. We did not identify specific targets for the measures.  What we did do is identify the direction we wanted to go. For example, vehicle miles traveled, we want to see VMT reduced, and we are achieving that with the plan and the investment strategy we put forward.  The last piece of our performance measurement system is the performance monitoring. This is what happens between plans and this is where we will periodically report out our a series of measures that assess the current state of performance of our transportation system.  This is where we are getting into the operation-focused part of our system of. During the RTP development we identified 14 measures that we want to track over time and I suspect that as we get into this and start implementing these, we will add and delete as we find things are useful. This shows things that we can measure now. What was also helpful in the desk reference, the fact sheets that Rick and Lance talked about, they were helpful when we tried to identify these and what we wanted to settle down on. So just another point, and I do not want to go to far off on this, but as the baseline, we developed what we call a Mobility Quarter Atlas that begins to start doing some of the work. We assess congestion, travel time, transit and our bike/ped paths. What we will see over the next few years is we will take that beginning work  and update it and improve more measures and I anticipate we will be there updates every couple of years.  

As I mentioned earlier, we developed a TSMO plan along with our 2035 RTP update. I was the PM for this plan. The TSMO was focused about a 10 year investment strategy. That is an important point with this plan because we looked at both operations and TDM side. TRANSPORT and our regional travel committee are both standing committees of for Operations who worked with us over a 15 month period to create this regional TSMO Plan.  It focuses on collaboration and we have an abundance of that to help get us towards an efficient and equitable transportation system for our traveling public.  The plan identifies four core areas for investment. Under each of these categories we identified regionalized as well as corridor-specific investments because the other important thing is that the region set aside $6 million regionally flexible funds to support implementation of this plan.  

The last piece on this is to really talk about how the TSMO plan supports the Performance Management System. While we are doing a lot of work with the RTP and we have really integrated this work into our RTP, it is because the area of focus so I am going to focus more on that side. So, it is really focused on investment and collecting and archiving data set that will help us implement the Performance Management System.  For example, the region has committed to enhancing and sustaining a regional data archive, referred to as PORTAL.  The slide on the screen shows the graphic of the front page PORTAL dashboard coming in and its data we are collecting from our equipment in real-time.  We have made fairly robust data collection network but our next steps are really to look at populating arterial data. If you look on the slide you can see what we have now which are freeway incidents, weigh-in-motion data.  What we are looking on now is to incorporate transit data into the portal archives and are looking at developing programs for bike counting and actively looking at pulling our data out of our traffic signal system, using Bluetooth technology to cut travel time and, again, doing more work on trying to integrate getting an automated bike counting system on our regional trail and bike network.  

That is a real quick overview of and what we are doing here. I wanted to share some lessons learned in this process.  One is that you need to be clear about where your region wants to go and work with the partners in your regions to agree on a set of outcomes that you are trying to achieve. The second one is, you need to engage partners from the start. We had eight partners from the start to develop the framework for get the performance management system and identifying measures and work with our elected officials. Number 3: This is quite a hang up for us.  You do not need 1 to 1 parity of goals to measures. Once we acknowledged that one measure can support multiple goals we were focused on making sure that each goal had at least one measure in the list. Four, we are much better at measuring output, how much did we build,  as opposed to outcome, how well did this stuff actually do? For our region, the next challenge is looking at the quality of life measures and how we want to incorporate those.  The last one is don’t let perfect be the enemy of good. It is easy to get stuck in trying to find the perfect set of measures. It is okay to be iterative. Learn and try to be balanced in what you are doing.  I very much appreciate giving you a hyper speed overview of the work we have been doing. To look what we have been up to, check out our website. Here you can look the 2035 RTP as well as the TSMO plan.  If you have more information--shoot me an e-mail or give me a phone call. Thank you.  

Jocelyn Bauer: Thank you, Deena and thank you, Lance. Let's turn to the questions.  Darren, I believe, will start as of with the questions typed into the tab box.  

Darren Buck: Absolutely. Rick is chomping at the bit for comments.  

Rick Backlund: I just wanted to add that I wanted to thank you both Deena and Lance for their presentations because their MPO organizations along with the Rochester and Orlando MPOs were four of approximately 11 organizations that help us to develop this desk reference document.  We thought it would be a great idea to showcase some of how this document is already being utilized by MPOs across the country to give local perspective.  

Darren Buck: Great. Again, thank you to all of the presenters. I just wanted to add a reminder to everyone on the call- down in the lower left corner there is a box labeled file share two. If you like to download any of the presentations, you can do so in PDF form and it will have the links, and if you would like to follow up with the presenters’ one on one. With that I will give few questions.  I apologize that some of these might cover some ground that was later covered in the presentation but it will be a good chance to reiterate the key points. The first one, as someone pointed out that not key aspect of performance management is that the people that are working in the process should see the progress on the performance measures as it is progressing.  Did either of the two MPO perhaps talk about how they are using the performance measures and feeding back to the Transportation Departments that are working on the plan in terms of monitoring progress?  

Lance Wilber: I can start. This is Lance. That is the status report that we recognize has been lot of modes that we look at. We look every three years at how well our system is working. Most of it has to do with reliability and efficiency and over those years we have applied capital dollars, increased our network, whether on sales or for roadway systems and if the trend is going the right way, we know we are doing the right thing.  That report is the measure of all of our resources and the measures we are looking at. Applying money and strategy to the roadway system, if our roadway system is not improving, we need them different strategy.  Annually, we put out an annual report that looks that hour pedestrian account and if they are going up or down and our transit boarding, is it going up or down an hour crash rates, are they going up or down? We have multiple ways to look at and one that looks at a trend and have one that looks at a snapshot every year. That is what we do.  

Deena Platman: This is Deena. For us we have been a little bit less advanced in this area. We do a state of the region report but we do that every four years. We do provide data on our website that conveys some basic freeway data.  The reality is it is an area that we are learning to progress in and the use of our PORTAL, which is the data archive system is seen as our opportunity to do a much better job with pushing information out into the regions, particularly because that website is accessible by the planners and operators across the region. It does not rely on us to put out the report annually.  It is accessible to them that their desktops on a daily basis because we are trying to develop that so too is more robust and has a lot of more data. Through the regular conditions, we still have a ways to go.  
Lance Wilber: The only thing we would add is that what we are looking for is we have these reports but do not have better real-time information.  That is something we are working on.  

Darren Buck: Let me ask a follow-up question. Both of you mentioned the importance of getting user input up front in establishing your goals and performance measures. Can either of you talk to some ways or perhaps stand out examples of how you are communicating back out results to your user constituency?  

Deena Platman: This is Deena. For us, in terms of communicating out, our Mobility Corridor Atlas, which is a great starting point that, we decided we wanted to have the existing condition report that was really user-friendly and really usable for our partners.  We brought them into developing it and asking what kind of data that they would like included. It is graphic-based and we have on our website. We are trying to use our website to put data back out and we also use our MPO structure to share information back and forth.  That is the way we are handling pushing information out. 
Lance Wilber: I think we do a lot of the same. We use website as much as we can. Our website the MPO, we have a format is if you are only interested in the mode you want, you can only learn about that without having to know about everything else. If you are interested in the roadway system, you can find out about that. We have improvements with letting people know how well we are advancing.  It is not a matter of the information but getting it in a format that people want to see and have time to look at.  

Darren Buck: Great. I will throw in a plug for a past webinar we did through NTOC and Jocelyn will throw up the website at the end of the presentation on performance of journalism and is available for anybody online who is interested in methodology for communicating performance results back out to the public constituent agencies, that is available in the archives.  We conducted that made few months ago.  Next question. Somebody mentioned detection and data collection. I was wondering what type of detection do you have? Which you characterize it as comprehensive, automated detection?  Maybe a follow-up question to that, did either of you find when you move to this performance-based approach to that you had to make additional, substantial additional investments or capacity in collecting data?  Were you able to use what you had available?  

Lance Wilber: In Anchorage we have a combination of both. We were collecting data, at least for the performance purposes that really was not helpful for us but had to do it for other purposes. I mentioned about what counts gets counted.  There was a time in here where we had considered that we would be focusing all of our resources on roads and why are you building sidewalks and trails when nobody uses them? What we found out was that when people ask me how many people are using the trail, how many people are walking on the sidewalks, we did not have that information because we had to start counting and showing that people were using the system that was there and as the data were being collected, those same locations were being used. The same thing is true on the roadway system. We had information in one location but counted pedestrians, our transit system is picking up in the data collection and Performance System.  We had to do some things we were not normally doing. I think we used some very simple people in the corner counting bodies to count and motion sensors on our national highway system. We have a lot of different methods.  

Deena Platman: For the Portland experience in terms of our freeway data, we have sensors attached to our ramp meters and so we have a streaming set of data already in place that we were relying on, especially for the initial assessment of the performance of our freeway system. In terms of where we are in investing in the future, the TSMO plan is integral with advancing data collection, particularly in arterial performance data  and we are making part of its investment both in studies and in the concept of operation as well as supporting the capital investment to grab that data and then supporting the data archives, the place we are going to house it.  Also just a quick thing to note is that we spent a great deal of time and investment with a network that we have, a fiber network to share data across agencies.  We are now working on the ability to use that successfully from a planning standpoint and grab more data from our traffic system and being able to attract arterial performance because those are the areas we will be focusing on  and another area I talk about the bike detection, we have the city of Portland is doing this.  They have a bike counting system but we would like to take that to the next level and have real time and streaming data into the data archive and that is what we are working on.  

Rick Backlund: This is Rick. I want to add some comments and observations to what both Lance and Deena are talking about. When we talk about these objectives and placing these operation goals up front and building these relationships – I think that one telling statement is as we have been listening to both Deena and Lance talk what I am hearing is the whole issue of relationships being created where operators and planners are working together to share this data and that the trust has been developed so that the type of cooperation can happen.  For those of you on the webinar that might be from smaller organizations, who may not have great sets of resources, one of the intent of the desk reference document was to provide a tool for collaboration. You do not have to be a complex region to start this dialogue.  The types of objectives and performance measures we have developed with the idea to start the dialogue, whatever size of MPO you are. I would mention that as encouragement to think about. Lance also brought up the point of not being project-focused and taking those needs and monitoring your progress and getting your jurisdictions to work together towards these common goals adds to strengthening the relationship in addition to achieving the goals.  

Darren Buck: Great. Our next question, there were suggestions offered on some novel outcome-based approach measures that I think I might have seen in Deena's presentations but the questioner suggested that on transportation as neighbors scented of personal budget  and cost per energy source of transportation system. Can you talk about how they can work on performance measures like that?  

Rick Backlund: To follow up, with planning for operations our main focus has been on enhancing the ability and efficiency and this has been based upon statutory requirements that we have in legislation. That is not to say, certainly, that the focus on energy efficiency cannot be pursued by a MPO. Certainly, it can. Issues of finance are also critical. What we did not talk about what the smart objectives are being created and we talk about agreement and as we bring that to the types of projects, having the agencies agree upon what is financially realistic to advance and is within their means is a critical part of this discussion.  I definitely think that question was excellent in that respect. There are a number of MPOs around the country taking of broader view of looking performance measures above and beyond what we have required up to this point and, certainly, it sounds like it could be value-added.  

Darren Buck: Great. We are running long. We are not going to get to all of the questions. That in business school they taught us about SMART goals and told us the there was a consequence for missing your goal.  Can either of the two presenters – do you have in your plan contingency plans for a penalty for missing your goals or measures?  

Deena Platman: This is Deena. We felt it was going to be a challenge to get to having a target and a due date on ours. I think we are more about carrot and a lot less about stick. Looking ahead we are going to look at how we actually use our performance management system as a means to being able to select projects for future investment, for example.  We prefer not to go down the road of having them tied to having our performance measures applied to things that are going to be punitive. This is our first time out with this.  We are finishing up our RTP, we are really focusing on getting our performance targets and spending a lot of time getting the framework in place. As we evolve over the period between this RTP and going into the next RTP-I would be surprised if we go to a punitive approach.  

Lance Wilber: This is Lance. I would agree with Deena. We do not have penalties but for many MPO plans, it seems reasonable if you are spending money and not getting a result you are going to lose your opportunity if you do not perform, but it is not penalty.  The politics and citizens will measure your success and they will be your penalties if you are not performing as planned, not implementing our plan and not getting it to work on time, how are you handling this, those are the penalties.  There might be more qualitative but they are still perceptive and serious.  If you are trying to meet a target by a particular time, that is what we are striving for.  

Darren Buck: Great. With that I am afraid that we are running short on time and will wrap up. Jocelyn?  
Jocelyn Bauer: All right. Let's move on to the closing slide here. As you can see on the slide there is a number of organizations of the National Transportation Operations Coalition, or NTOC. We encourage you to go to the NTOC website listed on the following slide and find out more about the organizations. The NTOC website contains information about upcoming webcasts. The site also contains a webcast archive page with the slides and recordings of previous Talking operations webcasts.  We will have the slides from today's presentation and recording up within the week.  NTOC also has two discussion forums – one focusing on high-level or strategic issues and the other focusing on ITS deployment and lessons learned. On the third slide, you can also sign up on the website for the NTOC newsletter by e-mail twice monthly. That concludes today’s Talking Operations webinar. Darren, would you like to sign us off?  
Darren Buck: I wanted to close out and reiterate Rick's thanks to both Lance and Deena for their presentations and sharing their knowledge with us. Thanks to all of you who got on to join us. Anything to add, Rick?  

Rick Backlund: No. I wanted to thank you for listening in and we are excited about the upcoming products coming out in the spring, the consolidated guidebook and the model plan desk reference documents because the key is why they are advancing these products is to enhance dialogue between planners and operators and create some resources that will help the operators and MPOs to advance the strategic focus on operations. Again, thank you for participating.  

Darren Buck: All right. Have a great day, everybody.  

