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Jocelyn Bauer: Hello. Welcome to another Talking Operations Webinar hosted by the National Transportation Operations Coalition otherwise known as NTOC. Darren Buck will serve as the moderator for today's seminar.  Today's webinar will last approximately an hour and a half with an hour allocated for the presenters and the final half hour for 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 the questions typed into the chat box for the question and answer session in the last 30 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 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 for joining us for this great presentation on Performance-Based Planning for Operations. We have quite a distinguished panel of speakers.  I'll get right into introducing them and so we can get on with the content. First of all, Mr. Egan Smith who 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. Also joining us from FTA is John Scrowls. He's a community planner for the Office of Systems Planning within FTA’s Office of Planning and Environment here in DC. John has been with FTA for four years and his emphasis areas include jointly working with FHWA on rule-making and non-regulatory guidance for advising on the planning aspects for new transit programs in SAFETEA-LU, linking planning and operations, the congestion management process, and Transit on the Table, a report series greater involvement with transit operators. He is also the program manager for the joint FTA/FHWA Transportation Planning Capacity Building Program. But to kick things off is my colleague, Richard E. Backlund, he worked for federal highway for the past the 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 – Rick. Take it away.  

Rick Backlund: Thanks Darren. I want to echo what Darren had said about being able to have this webinar.  What you're going to hear about is a product that we've been workable collaboratively on not only here in headquarters but a number of MPOs across the nation. We're really excited about this product. Just to kind of kick things off, next slide – the overview. We're going to be talking about going to be presenting is an introduction on what is the objectives-driven, performance-based approach to planning for operations.  I'm sure a number of you all who are on the webinar attended our workshops that were held in the summer of 2008 when we were vetting guidebooks on congestion management planning or CMP. We've done a lot of work since then. We’re real excited to have this opportunity to talk about where we are.  One of the key products that we've been developing is the Model Plans Desk Reference document. We're also going to be talking about how to use the desk reference and companion resources – the consolidated guidebook on advancing planning for operations. When we talk about what is an objective based approach, when we talk about how would this actually look in terms of planning? One of the things we've been focusing in on is if you were to take an outcomes-driven approach versus a projects-driven approach to operations and really be able to collaborate planners and operators in a regional level. What you would see and what we're seeing in many areas around the country is measurable objectives and well thought out goals on performance outcomes and supporting that are performance measures. There's a lot of talk within the transportation community about performance measures now to move forward with reauthorization.  I think one of the great benefits in planning for OPS is performance measures are an integral part of this advancing. And what you will see is based on having these goals and measurable objectives and performance measures supporting them are real projects and programs that have consensus and that can move forward in operations. When we talk about M and O –  what is M and O?  Going back to the SAFETEA-LU Technical [indiscernible] from 2008, M and O is a regionally integrated program to optimize performance of existing infrastructure is really the focus area when we talk about management and operations. 
When we talk about the objectives-driven, performance-based approach, what we've been advancing and -- how this all fits together. At the very top you see regional goals and motivation for many of the MPOs.  Many MPOs are anticipating in this call mobility goals, sufficiency goals are really common goals contained in an MPO document developing these. I think what you're going to see in this for those who are relatively new in planning for operations, is that the objectives that we create are very specific. They are very key tied to collaboration and agreement so that as we move down through this process and we get into defining performance measures in the little box on the right and identifying strategies, what we come up with is when you get to the metropolitan plan, you've got that consensus and collaboration going so that when you get into your tip, you have better projects.  You have more successful projects for operations that are really focused on enhancing the efficiency of the system.  And a secondary benefit but just as important you've got good strong relationships established across operations and the planning committee. What becomes key is the implementation and monitoring your progress. This really is not just a one shot deal.  It's taking an iterative approach as to how this advances.  For those areas orphan the call that are TMAs and CMPs. From a legislative context, SAFETEA-LU requires long- range transportation plans and operational strategies. This isn’t anything new.  We are focusing in on putting this into practice through the documents we're developing and working and moving forward to provide some very practical tools that you will see in the presentation today. How is this from traditional planning? The first bullet is key.  We are taking a step back from a project-based approach to reacting to problems and fixing them to taking the step back and saying what is it we want to achieve in our system of operations? How do we want our system operations to look in the next 10-20 years?  Getting the operators involved not just in establishing mobility goal or efficiency goal but having serious questions about moving beyond technology issues for the next one to three years, to really taking a broader system view.  Then what you see out of this is that planning and investment decisions use performance as the vehicle to achieve these operations objectives. As part and parcel of this effort, as I mentioned earlier in 2008 and 2009, we were very involved in developing an approach document, and in the course of the discussions we had with folks in these workshops one thing that seemed pretty absent is how we take the next step with this? How do we have an approach document to really creating a resource?  

This model plan document is going to provide tangible examples of types of operations objectives and performance measures you can use do advance this approach. This is going to be very much not a cover to cover read, a very directed so folks will be able to readily access the information that they're looking for. Why a model plan? An approach document only gets you so far. Any approach is great so long as you have the tools to back them up.  That's what we're creating with this model plan. The intent of this is to create a ready-resource for getting starting with this approach and to advance good practice incentives and performance.  This will tie this model plans document to the objectives-driven, performance-based approach.  Then there will be sections talking about developing operations objectives, menus of operations objectives. We spend a lot of time making this very broad and far reaching.  We did a lot of consultation in the operations community and focused in these areas: emergency assistance management, travel weather management – we worked very closely with FTA and the transit community in developing transit operations and management objectives and performance measures. A key part of this and this goes back to the approach document that we were talking about is the smart objectives. That's what you're going to see in the product that we're rolling out here. Specific measurable, agreed upon, and realistic objectives that are time-bound. Fact sheets become the core component.  When I talk about this being a ready resource that can be accessible based on the subject areas for operations, the reader will be ready available to go to types of operations objectives they can utilize.  For the typical MPO staff person looking to advance this type of agenda we believe this will become key to having a ready resource to promote dialogue. Key components will be operations objective objectives, associated performance measures and the data needs.  We realize that not going out and buying new products is so easy to do, especially in this day and age. Taking existing data that you have and making good use of it is key. This is just a quick glance at one of the fact sheets to give you a sense and feel. Travel time – there will be a general description. Smart operations objectives. Here we have two examples improving average travel time during peak periods.  As you see here the associated performance measures are included and then we get into on a broad level of MPO strategies to consider.  We also focus in on what can be associated with safety related benefits. Following along in the fact sheets we also have for the operations objective, we have cross correlation to the extent of congestion and duration. Looking at various types of operations objectives, this becomes a very handy resource. Then this other page here is also really becomes key – it provides a kind of help to provide cross correlating.  So that if one is looking to develop an operations area -- here is some focus for that.  

At this point I'm going to turn the presentation over to Egan Smith who is going to talk about not only how we're creating these fact sheets but creating an illustrative example of how this really looks in practice.  

Egan Smith: Thanks Rick. Let me discuss the illustrative model plan presented in this document. How did we develop this plan? First off, it's not an entire plan, but it's an outline and segments of a plan to consider how operations can be weaved in to the plan.  Since each MPO operates in unique circumstances with varying regional congestion and air quality issues, staffing and funding constraints, and there may be multiple agency collaborations as well. This makes presenting a single model plan somewhat impractical. However, since we can assume that all MPOs take similar steps in the planning process, we can assume that goals lead to objectives, objectives lead to some sort of evaluation criteria or performance measures. Performance measures with informed selection of programs and projects, and the availability of funding facilitates the feasibility and timing and implementation of these projects. It is possible to illustrate the effect of applying the objectives-driven, performance based approach presented in this document in what can be considered a model plan that follows the similar approach. The plan also illustrates basic events and comprehensive levels of integration. 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 plan, instead the model plan illustrates how the approach affected those involved in the planning process.  All operations can help achieve regional outcomes of goals and the value derived from applying performance measures to decision making and implementation of the planning process. Therefore, this section does not present the content of every chapter indicated in the model plan that we presented in the document. It presents excerpts drawn from two main chapters: the goals and objectives and the system management and operations chapters. It indicates how these two sample chapters fit into the entire plan framework.  This document attempts to provide some of the how-to needed to achieve this and we'll have two MPOs that are utilizing a similar approach. Overall, this desk reference presents specific tools for using the objectives-driven, performance-based approach. It's a resource designed to enable transportation planners and partners to develop a transportation plan that includes operations objectives and 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 plans to an organized collection of sample operations objectives and performance measures. To show how this looks in practice, it also features excerpts from a model transportation plan that illustrates the results of an objective-driven, performance-based approach to plan for operations. The desk reference presents operations objectives of specific operations areas and modes.  It provides the reader with insight in to how these operations objectives can be tracked with the right performance measures and data and allows you to find potential management and operations strategies, improved transportation system efficiency and reliability.  This reference is a companion to other FHWA and FTA resources. I'll let Rick speak more on this document.  

Rick Backlund: Thanks. As I was alluding to earlier in the presentation, the consolidated guide book is going to become the core approach that we talked about.  That roll-out is expected in March or April of this year. I see a question from online – the model plans document we're looking around May timeframe for that release.  It will shortly come after the role out of the guide book. We also have existing case studies -- from a number of metro areas that were having some very strong collaboration going on and just real quickly here.  Technical tools: taking a look at non-recurring congestion how modelers and an MPO can technically analyze that. We have workshops that are going to be rolling out throughout this year and the information on all this is contained on our Planning for Operations website.  

Again, just real quickly wanted to show this is quite a far reaching initiative within DOT, a number of offices that have seen the value in this. I didn't know if John would like to say something on behalf of FTA before we get started. 
John Sprawls: Sure Rick. Thank you. FTA has been excited about the products that Rick and Egan have both mentioned that are rolling out of their office.  We have been acutely aware that transit operators have always been sensitive to the issues because transit vehicles utilize the roadways and this sometimes results in unacceptable levels of congestion and delay.  This model plans document really gets to how if operational and management solutions and objectives are defined can play a significant role in reducing these problems. Just to highlight a couple of examples that the transit community may play in this particular effort: they can participate in regional objectives operations to planning partners; recommend transit based strategies for improving regional systems performance  and implement performance based objectives on their transit planning process.  I know the earlier model plans document does a great job of highlighting transit and is truly multimodal. Rick spoke to the fact sheets and management objectives and strategies that FTA is excited about.  

Rick Backlund: Right. Thanks. Just real quick – we're going be having two speakers that Darren is going to introduce among a number of MPOs that were among a number of MPOs that were very involved with us in crafting this document. They participated in a number of peer exchanges.  We're pleased to have both Eric Hill from Orlando MPO and Rich Perrin from Rochester to speak.  

Darren Buck: Great. Like rich said we have two MPOs that are going to tell us about their experiences. First is Richard Perrin who serves as Executive Director of the Genesee Transportation Council, a position he has held since February of '04.  In this capacity he is responsible for directing and managing activities related to Federally-funded policy planning and investment which includes the Rochester, New York metropolitan area. Prior to this he held the position of program manager for regional management where he was responsible for the production, the long range transportation plan and various programs and projects including those related to economic development and air quality. Before joining the Genesee Transportation Council, Rich managed the development of several land use programs of the Genesee Regional Planning council.  Currently he serves as vice chairman of the AMPO policy committee and is a member of the Transportation Research Board Transportation Metropolitan Policy Planning and Processes Committee processes committee. Locally he serves on the executive committee of the American Planning Association as vice chairman. Take it away Richard.  

Richard Perrin: Thank you very much. I think really the purpose of my presentation is to give you some idea and background of how the draft guide book and desk reference have been used and is very useful when we begin to develop long range plan – LRTP or MTP.  Just a matter of background -- I'll leave it at that. The Genesee Transportation Council is located in central and western central New York kind of covered both from our western to eastern borders. Overall population and employment has been very stable. Growth is minimal.  We don’t see a lot of variation and we are not projecting a lot of variation either. We have a transportation system in terms of the system being both infrastructure and services. Effectively, we can meet the current volume. We're not having issues associated with capacity.  At do same time we, like a lot of areas, if we see the growth that we want, we're going need to be prepared to handle it and that capacity the that's there is going be quickly diminished. We're putting a large emphasis on maintaining our existing infrastructure.  We want to improve it. We want to improve capacity and improve safety without having to add asphalt or concrete. That's where we stand right now. That gives context to where we are developing the long range transportation plan and actual decisions we're making for the capital program.  We also want to further integrate the congestion management process. Right now it is wholely incorporated in to the long range plan but as you saw from that graphic that Rick discussed where it had the various steps, that’s similar to what a CMP is supposed to incorporate now. For us, without a major emphasis on congestion or delay, we are looking at how that can be applied to all the regional priorities. We also want to make sure that we have an equitable comparison between transportation system management and operations activities. Strictly, we have always thought of capital projects for transportation such as reconstruction or replacement of facilities. I think most importantly that the MPOs are not the actual appointees on boards.  We want to demonstrate to them what we're actually getting for the investment that we're making with the federal dollars and the non-federal dollars as well as to say here is what we could get where we apply to what our regions will look like in the future. There's also that opportunity we see through the objectives-driven, performance-based approach to be able to talk about the investment scenarios would be.  Ultimately what we want to do is how do we use this money better? It's not ours. It's the taxpayers’. How do we improve our project prioritization processes and how to make the best of the limited financial resources?  

So with that said, what we see in our region as far as those things to determine how successful we are, at least transportation contribution to the region, one: we have a current commitment to operations.  We recognize we've been doing this but it's very much when you compare to the principles of smart objectives. We're doing a loft those things but we're not necessarily getting to the hard numbers. We are not quantitatively saying this is what we're doing.  I don't want to characterize what we're doing as being on the soft side but it very much is on the planning and programming side. We're taking it as a given that people understand what the benefit of operations are.  We are developing a completely new plan to really integrate what the guide book and the desk reference process that they lay out into this next plan. Its due in June of 2011, which as we know from looking at it, it's coming up pretty quick.  There's also this varying availability of the data that we need to actually have objectives-driven, performance-based processes to say what those outcomes actually are. So we've been struggling with that.  What should our approach be to selecting metric that we're going to measure our success by?  

Also as Rick noted – there has been significant discussion among transportation stakeholders regarding performance measures and ultimately what it gets to is this accountability to the public and what those standards are going to be. The last two are very much tied to each other.  We see a limited amount of funding from transportation from all sources and at least in the northeast, we have an aging infrastructure. It's also subject to inclement weather for a good portion of the year.  How do we ensure that we're maintaining our facilities that's safe and to benefit efficiency and mobility as part of that? In terms of GTCs operations: we don't own or operate any type of facilities or services.  Our role is where we've coordinated those activities across the region, both in terms of planning. We're now the lead agency -- took the lead on that for the ITS strategic plan. We convene and facilitate a multijurisdictional committee that includes not only transportation operators and law enforcement, transit authority and local elected officials. What we've done to date is try very much to incorporate management -- to incorporate management in to our long range plan and our TIP.  In terms of the planning side, we only have three categories of recommendations in our long range plan, they are: preservation, maintenance, management and operations and expansion.  As I mentioned before CMP is incorporated into our current long range plan: Outside of that we've done projects that have tried to advance the strategies for actions of our long range plan from a planning perspective.  That includes the strategic plan update for ITS, which heavily emphasizes management and operations. We are currently doing a transit signal prioritization study to determine what the best organizational structure would be for us to ensure that there's coordination and cooperation among management  and -- currently doing a transit signal prioritization study that is looking at all at planning levels. In terms of our commitment to operations and actually providing funds to it, we have a regional traffic operations center which combines New York State Department of Transportation, the Monroe County Department of Transportation, who act as the engineers for the city of Rochester for city as well as New York state police.  Funding for that, excluding the law enforcement side, is taking right off the top. So as soon as we start developing a TIP, what do we need to fund these for the span of time that the TIP covers? We ask for specific ITS projects. We have recently gone to 24-7 on the safe side in terms of operation center staffing. But more or less, we also want to see those in any type of highway or bridge reconstruction proposal. It can improve scores.  When it comes to those projects the decision of whether or not they're going receive federal transportation pumps by the tip is very much made on the margin. If you are going to do a 20 million dollar project, adding another 10 or 20 percent of the total cost that can be covered by federal funds makes a lot of sense and that's what we want to see. But we say complete streets are more than sidewalks, more than lighting, more than bike space.  It also includes those elements that are critical to better management and operations of the system. Again, with our emphasis on maintaining on open rations, projects that don't add physical capacity are going to rank the highest so long as it's not a replacement in-kind. You've got to be doing something else, whether improving safety or using management and operations to increase throughput.  Increase reliability.  Anything that's going to lower emissions, which is a lot of efficiency and reliability improvements do, is going to rank the highest for us.  

So just to go through the framework for the current long range plan. This is more or less how we take from the regional goals and motivational down to specific actions.  So as we go through with that, you can see a goal would be to increase accessibility and mobility options.  A subset of that goal is to provide mobility and support of economic vitality, improving economic opportunity.  From there we get into our policy, various policies. One specific relevant to this topic is making sure that further deployment of ITS technologies and associated management  and operations practices that increase three of our major emphasis areas which are safety, efficiency, and reliability. Those come through to a couple of separate actions. But looking at this, what you see in terms of the goal and objective policies is that we were very top heavy on the goals and motivation. When we get down to the specific actions how are we measuring those? So the guide book and the desk reference helped us in both of those, in terms of the draft guide book and desk reference. But in terms of how do we turn the goals, objectives, and policies in to more specific smart type of objectives?  Then how do we create actions or develop actions that we can actually measure and that we can be held accountable to that can play into performance measures? So our proposed framework is something that we are going to be rolling on here is how we want to change things.  Or should say, the next month, February. We don't want to jump the gun too much. We still have goals. You'll see this goal now combines goal from the previous plan. It allows us to get more into these smart objectives.  So what we looked at for the objectives was that we can have things that we really want but might not be able to obtain them given limited funding constraints and on the decisions that are made -- programming process.  So in this case, we said here's an objective and desired and realistic outcome. What we like to get is a reduction in the travel time index. Realistically, we may just have to suffice to say that we're going to mitigate if we didn't do anything.  In terms of the actions that would go about doing that would be the act of active signal management on all the freeway ramps by a certain time period. And then in terms of the measure we would look at two different types of measure. Outcome oriented, which is to say what was that change in the average travel time index that we wanted? The other would focus on whether or not we actually implemented the action that would be more activity based. So as we get into that, what we're finding is the key point here, going to be, I would say of those five elements that go in to smart objectives, which is agreed to. It's in the middle.  That's going be the determinant of how much consensus we're going to get to achieve specific outcomes and not just have it process or activity-based but actually say recognizing that we don't have full control of the elements that are going to impact whether we meet that objective.  

So when we said, we had performance measures that are covered through 2025 which was adopted in 2005, but when we started looking at it, we got these objectives and got these performance measures, but how do we get more specific on the performance side?  What we found is we wanted to have a certain guiding principles. The first was that the availability of data should not be the primary determinant. We know that data collection can exhaust resources but in the end, we wanted to have something that's meaningful to customers.  Just because it's available doesn't necessarily mean that it meets our other qualifications. That elected officials will ultimately make the decision with respect to adopting long range plans. We wanted to make sure we were choosing quality over quantity.  We want to make sure that we are focusing on the right ones and again, this comes down to creating an understanding of what they are. We want to make sure that they are system and corridor based. Would be more or less can we integrate these across modes to look at specific corridors. I emphasized they are simpler. Was it implemented or why not? Part of that does require working closely with project sponsors which may be operations staff and that may not be the same as the typical engineers and construction staff that we're working with. It gives us that and entree to further work with them and to really talk about what are the key project delivery issues based on the operations side. Those transportation stakeholder discussions have been out there for a while. There seems to be general consensus that they will focus on national interest, dealing with mobility and delay including freight., obviously given its importance to the national economy. Structural adequacy of existing assets and then the environment. Beyond just what we would do say through the conformity process in non-containable areas. We need to figure out how they're going to be set.  We don't know that right now. If we can meet the national interests hopefully there will be flexibility than is what we want to be able to say that our performance measures are getting at.  These are our proposed performance measures right now for the long range plan.  They focus on safety. The typical ones for mobility are delay that you would see in the CMP, the environment, system preservation, and parking management.  I think it's important to note that while we're looking at all of these, when it gets to project prioritization, by the TIP, we're very much going to be placing different priorities on each one of these. Congestion is not the highest issue but the highest will always be safety, that's something our MPO’s said. In terms of safety, the travel time index is something that we have started collecting along roadways; the freight travel time index would be a subset of those roadways effectively if we have a roadway with daily truck traffic that's more than 20% of the regional average, we consider that to be regionally significant.  So we would consider that a subset there. We are looking at transit on-time performance and effective volume capacity ratio by a load factor -- what we're going to look at on the transit side.  Figuring out how -- significant facilities. We want to see what the type of parking demand is out there and how it's being used.  The point being we can measure all these systems wide but everyone better than that we can start to look at those and combine them for integrated corridor management. We don't define a corridor as a single roadway or facility but movements along parallel facilities based on the route that makes the most sense to them along the course of a single trip, as well as looking at it from the perspective of we can begin to focus our resources going in to the future. How that really translates into our prioritization selection for the TIP, what we want to have is prioritization and selection that better estimates what the potential benefits will be.  We recognize that we'll have to make a call on these and we're very cautious on applying the results of what’s happened in other places. We want to take a conservative approach because it's absolutely critical since we're going to take this onto build credibility for operations.  So we don't want to be overly conservative -- rather than the other side of it, which is to say we're going have this all accomplished but we didn't and why don’t we put it all back into capital projects so that every road is a 7 or every road is an 8  and every bridge is a 5. All the bridges we're fixing those that need to be fixed but we have a number of bridges that carry 25 or 30 ADT over the course of a day and there might be opportunities for parallel to handle that additional operation, a greater bang for the bunk on a system wide perspective that we want to be able to conduct scenario analysis for our investments.  We want to make sure that the playing field for all associated projects that are proposed as a result of their inclusion in the long range plan are balanced. It gets down to if we choose to fix one thing, what are we giving up? That allows us to do it to a greater degree.  It recognizes that is we end up with funding flexibility, as opposed to what we have now with a multitude of programs, we're going to have that opportunity to make sure to address operations but we need to position ourselves to do so.  The estimation of potential benefits that we want to sample some of the projects that are out there. We're not doing as much estimation, we actually have concrete examples that we can fall back on.  Again, when we decide whether or not we've been able to meet these performance measures that we've set and whether or not we're achieving our objectives, we do know we're going have to look at external factors that may affect some of the project results. That's part of transportation where you need to have a safe and efficient system but you don't have authority over some of the things that place not only the level but the type of extensive demand on the system. Following up, we're still fairly early in this process.  But we have found that the guide book and desk reference have been extremely useful. I would say they not only outline but they fully discuss the key steps and tasks to accomplishing this.  We found very few things that aren't covered in the guide book as we went through this. Mainly, we think it’s because it's in a format that provides structure to the process but flexibility to the output. That's my presentation.  I'm looking at a couple of the questions that came in as far as active signal management. It's not so much ramp meters but the ability to remotely control signals at the ramps to provide more throughput or constrict some of the movements that don't necessarily need as much time on the lights. So we haven't really been talking about ramp metering yet, we've looked at it more how do we coordinate that throughout the whole system.  As far as the travel time index, we're using those GPS-based runs. We have floating cars out there taking a look at the travel time indexes. Basically 1.3, if the trip takes you a third longer in peak hours, then we're going to consider that trip likely to be congested and have to address that. The travel time index that we're using is specific to links that we can build upon corridors and aggregating for the system as a whole. As far as collecting and archiving the data, most is done in Excel right now.  We may at some point, probably beyond the capacities of our staff, probably look to build in macros to automate the process more in terms of interfaces that we can use. We want to make sure there's assurance and availability of consistent data before we make the actual structure for collecting and archiving too permanent. I hope that's sufficient for right now.  I'd be happy if there are more specifics to answer on those.  

Darren Buck: Thank you Richard. Again, if anybody has any questions, please go ahead and put them in the chat pod. We are going to have a few minutes left for questions afterward. We'll open up a lot of these great issues to all of the presenters to discuss.  We'll move on and bring onto the stage Mr. Eric T. Hill who is Director of Systems Management and Operations for Metroplan Orlando. A native of New Jersey, Mr. Hill has been employed in the transportation industry since 1984.  Mr. Hill’s career in the transportation industry includes progressively responsible positions with the transit agency, and planning authority, and transportation research. In his position with Metroplan Orlando, the MPO for the Orlando urbanized area that includes Orange, Ocala, Seminole counties, and Mr. Hill is responsible for promoting the development of efficiencies in the transportation network within this area. This includes coordinating activities for ITS, congestion management systems. He acts on several local and national transfer committees. With that, Mr. Hill?  

Eric Hill: Thank you Darren. My study is – story is going to be more about collaboration. It's going to mirror more of the work that we have been doing that looks at the guide book to integrate management and operations into the transportation plan.  Later on I'll speak more about desktop reference tool and how we can use our plan to become smart.  My presentation is going to provide an overview of Metroplan Orlando, how we have integrate M&O into the plan, and then I will then close out with what I called a additional considerations that we all should look at as we move forward. Metroplan Orlando is the MPO for the Orlando urbanized area in the middle of the state Florida in the I-4 Corridor. Our MPO is made up of 3 counties: Orange, Seminole, and Ocala County, the five largest cities in those three counties and the transportation operating agencies, such as Florida Department of Transportation and turnpike enterprise system.  As I said, our story and how it is, is a story of collaboration. About five years ago in 2006, we started in the area of operations management. Our chair at the time, Orange County commissioner Edward – he's the gentlemen in the picture here with the red tie. He and I had a discussion on congestion. I helped him, well we agreed that congestion is not capacity as much the non-congestion that occurs out there. One area that we discussed is incident management.  So we collaborated with law enforcement, fire and rescue, towing industry in our area and media how we can make improvements in this area to improve congestion. In many cases, you don't have an issue with capacity.  It's a crash or someone with a disabled vehicle that's pulled over on the side of the roadway. We launched what we called the “Move It, Yes You Can” campaign. Many motorists on our roadways are from my generation, and our understanding is that we are supposed to remain there at the scene for liability reasons. Florida statute says that if the vehicle is operable and there are no injuries, you have to move the vehicle from the roadway so we can get back to service.  So we launched this campaign and the MPO created a large partnership -- opened up a relationship for law enforcement and in the media. Based on the success of that program, the next year our chair, the gentlemen who is seated with the red tie in the middle, commissioner Randy Mart race launched what we called the “worst first” campaign. We looked at the 10 worst crash sites and 10 worst motorist behaviors because, again, it’s not just capacity issues but the non-recurrent.  It has to be with behavioral problems that we see on the road way. Now, using those two examples let me talk a little bit about what we're doing with management and operations. We always remind our board of the sources of congestion.  I'm sure many of you have seen this graphic showing that 60% of the congestion is not capacity but its non-recurring congestion. But we are now starting to address that 40% looking at value pricing, how we can value pricing to address the 40% of the congestion that occurs. Through our management and operations subcommittee, this is made up of traffic engineers in our area, I started out indicating that it’s the story of collaboration. Here is the first opportunity where we have been able to meet and reason with our traffic engineers. This has been very successful over the last five years.  We have a monthly meeting where we discuss projects as well as issues. Similar to Rich, we allocate from our service transportation program to projects that are management and operations project. Projects, we have criteria that we use: the project cannot exceed $4 million; does not require any right of way to implement; all the partners have to be in agreement; and the project has to be implemented within 24 to 36 months.  For the last four years we maintained an operations plan which provides a criterion for selecting projects, identifying projects, as well as evaluating projects. Now let me just illustrate using one of the projects we had a lot of success with here in our area.  It's management operations project that started with the whole idea of collaboration. This map illustrates the traffic signals in our areas.  The red dots indicate that those traffic signals that are not coordinated with timing. But total we have. We have 20 cities and jurisdictions in our area and some jurisdictions control the traffic signals, others do not.  But to coordinate the traffic timing in the region because we have several roadways that go through several jurisdictions with different times. We agreed with looking at certain segments during those times.  Working with the engineers, we were able to develop a performance process so we could show the benefits of signals timing. This chart shows for the AM peak, shows you roadways that were retimed.  It shows before and after travel times and we were able to use the average wage per job in each of the counties and we were able to show savings for each job. This is for the AM peak. This is for the PM peak, with retiming the traffic signals during the peak times of the day. Then when you look at the benefits and the overall cost of retiming, $800,000.  After 27 peak hours we've already eclipsed that with if this was an actual investment, you would have made a profitable investment.  

Let me move in to the long range transportation plan and talk about some of the goals and measurements in the plan that support or lend themselves to a performance-based process looking at management operations projects.  Our long range plan is an alternative land use scenario plan.  What we decided to do is compare the trend land use scenario to an alternative land use scenario that looks at smart growth. In this smart growth scenario, we're looking at corridor and countryside -- the whole concept is we have done a lot of sprawl in central Florida and we can no longer support building the transportation infrastructure to support it. We want to look at something that is a transportation system that is more balanced.  What I've included on the regional goals from our land use plan. The items that are highlighted in red those are the ones that support management operations and support based system.  In some instances we were not able to marry the goals with goals in our management operations and congestion management process because of lack of data or some of these goals and objectives, the performance measures are measured using the model output from our regional traffic model. What are the items that we include in the congestion management process under system safety: incident severity, crash locations, and crash rates per million VMT? With the efficient cost effective system we're looking at efficiencies and looking at miles of road operating below standards – it effects quality of life. We're looking at average speed, congestion times and delays along our system.
Let me transition into the congestion management process. As I started out earlier speaking about how what we've been doing is more based on the guide books that have been developed by the FHWA.  The congestion management process that we developed follows what's in the guide books. We looked at performance measures, we looked at collecting data, evaluating alternatives and monitoring the improvements. Down to performance measures:  these are performance measures that we have been able to link with the goals and objectives that are in the long range transportation plan.  We initially started out with about 30 performance measures but because of the lack of data we had to reduce it down to something that is manageable. We look at data on congestion level, speed limit, transit ridership, high crash locations, and crash rates. The graphic that you see to the right, this is a graph that comes out of what we've developed as a regional crash database that shows crash locations by severity type. This is some of the data that we will be using -- performance measures.  The data, current activities we have underway: annually produce a tracking trends report that include a lot of data on miles traveled as well as crash information and delay information.  We have been using the floating car technique over the last couple years. We have been doing a transportation survey where we interview residents to give their input on some of the improvements we need to make in our area.  The last survey we did, two of the three top improvements that that they would like to see was more signs on our roadways and improvements on traffic signal timing. So we have been responding to what users of our transportation system would like to see in terms of improvements. Some of the upcoming activities we have we're going to do corridor analysis to look at what improvements we can make in constrained corridors in terms of access management.  The regional crash database that we have been maintaining over the last few years we want to make it a web-based system so that our partners can also have access to the data. We'll continue with safety studies.  Some of the strategies that we'd like to use in developing or implementing in developing or implementing our congestion management process already been mentioned: traffic operations improvements and use of technologies, when we select our project, we will rank and prioritize these strategies. As I mentioned we have a management operations strategic plan. The plan does have a criterion for selecting projects to qualify for funding as well as the benefit.  We don't want to just move some of the congestion from one spot to another. Many of these strategies can do that so we want to be coordinated in how we make our improvements.  We want to make sure that our board members are committed on giving information on congestion and how we can address congestion through other means besides capacity. I illustrated the signal re-timing program that we have underway and something that we were able to use and convey the information to our committees is our traffic signal report card, we report this information to our board.  We share with them what we are doing to get a better grade. Just being able to keep them informed, give them some other ideas on how we can improve transportation has helped us to move in the right direction. Some of the new ideas we are going to look at is purchasing travel time data.  I read recently that INREX and the University of Texas has agreed work together to report some of the traffic data that's available that they collect. As I close this presentation out,  some of the things that we all need to consider for some MPOs that haven't done much in the area of M&O or do not have the resources to support an M&O program.  Some of the things that we found have helped us to identify a champion on the board or champions on the board that can take up the banner of management operations. Again, I can't say it enough.  It's been a collaborative approach for us here. It started with board members being our champion that looked at low hanging fruit, looked at those issues that we could address and we believe very strongly that we can have a positive outcome that.  That’s going to be give you a little more confidence in what you're doing and help get you the support that you need. Follow the ITS architecture so you have coordination on how you're implementing your projects specifically the ITS projects.  And look at partners. We went outside. We call it our sandbox and we started along this road. Again, we started working with law enforcement, fire and rescue, the towing industry, and the media.  They have been able to advise us of some of the issues we may have been overlooking. For example, law enforcement have not been involved in planning and they can tell you what issues occur on certain roads specifically related to safety.  So we have certainly been able to take advantage of the relationship we've established.  So that wraps up my presentation. Darren?  

Jocelyn Bauer: All right. Thank you very much Eric. I'll turn things over to Darren who will get us started on answering some of the questions that came into the chat box.  

Darren Buck: Thank you for the excellent presentations. We have a few questions.  If you have any more, please feel free to put them in the chat pod. But first of all, one of the early questions we got was with regard to staffing for operations for M&O and ITS. These often require staff and generally for our presenters what's your experience?  How does the planning process address or help in maintaining the critical skills and the staff needed to implement operation?  

Rick Backlund: This is Rick. I'll go ahead and speak on some of the issues that happened across the country. Some of the MPOs that we've one working with they have been conveners and collaborators across many jurisdictions to think instead of the normal approach for their piece of the pie and the tip process and in the planning process, really looking to work together, taking these operations goals an making them a vehicle and the driver or what becomes the – the programs and projects in your TIP. What we have seen is that these staffs are working together across jurisdictions so that these projects -- are able to support the staffs that are there.  I don't know Eric you worked quite a bit with the operators in the Orlando region, I was wondering if you had thoughts on the issue of staffing?  

Eric Hill: It's not so much about the process as it is in collaboration. What I mean to say is, you can establish the dialogue with partner areas. You don't have to support a complete M&O Program at this point.  By identifying those groups that are evolved in traffics incident management to attend meeting if they have meetings, finding out who is heading up the ITS or holding the ITS architecture in your area or the lead ITS administrator in your area establishing the relationship of having the dialogue, you will discover that there are some resources that you can share.  

Rick Backlund: There's a number of areas around the country that have been advancing a regional concept for transportation operations where operators have come together with the planners to respond to an issue that's affecting their region.  That's been the spark for dialogue and for consensus and agreement. To answer the question, in terms of the staffing benefit, the benefit would be from these folks working together to advance a common project and with that obtaining support across jurisdictions.  

Darren Buck” We also had a couple offline questions about ITS which Mr. Hill kind of hit on. ITS architectures, they have a requirement for the conduct and the engineering analysis. I was wondering Rick, if you could explain a little bit about the similarities and differences in the systems engineering analysis necessary for ITS and what we're talking about here in the transportation plans and then maybe if our speakers have some experience in how they're conducting their planning activities,  how they're considering the systems engineering analysis in that?  

Rick Backlund: Sure. In terms of system engineering, I readily think of some of the strategies that our Office of Operations is advancing in federal highways in integrated corridor management and active traffic management,  these types of strategies are heavily dependent upon engineering and how operations play a key role that drive down in to these programs. Better buy-in and support. That becomes a key for taking the system engineering tools and advancing them. ICM, ATM, these traffic systems. How can these be powerful tools not so much necessarily taking the place of capacity. One thing that I want to be clear on is that in planning for operations, we're not stating that capacity is not an important issue. We are stating however, how we can take a advantages of operations and make it better used in the process in terms of the projects. ICM, ATM, the ITS architecture is another agreement that MPO TIPs have to be in agreement with. That requirement is also very important.  But those become key indicators on systems and planning engineering.  

Richard Perrin: I would add to that part of the ITS strategic planning update.  It was very important to us to do the regional architecture update at part of that. At the conclusion of it, we want to have our strategy drive what the specific ITS elements that would eventually be deployed. Not the other way around. Here is what we want to deploy.  We have a goal to put up this many closed circuit TVs -- if it doesn't do you any good in terms of people using those facilities, you spend money that's going to be not as cost effective.  When we look at our original architecture in terms of what we're going to update to know, there were certain technologies that weren't considerable viable then. It’s not like this is something that's 20 years old. It's more important to set that strategy or vision of how you wanted to be able to operate the system and then determine what specific technologies and schedule for deployment will be.  

Rick Backlund: I think -- this is Rick again -- I think Rich raises the point of technology not driving the process but becoming the powerful tool to implement the process – that planners and operators together can achieve. I think that's a very important point.  

Darren Buck: Great. Next question was directed toward Mr. Hill. You gave a great presentation on some of the measures that they're using. I was especially impressed with the net cost saving of the traffic signal timing. A question came in as to whether or not you are tracking this performance measures over time or are you actually goal setting on those as well? Measuring achievements to goals?  

Eric Hill: We are tracking and there's two components of this program.  We call it a program. We segmented with the region so that we do a segment.  We do timing in a segment. We are following the recommendation from the Signal Retiming Report card to do a retiming every three years. We'll do one segment of the area. We wait three years and redo that segment again.  In between we're doing other segments. We realize that that first segment in the – we are doing it over time, we haven’t really set any goals for how much we want to reduce, other than to show that there is an improvement each time we do a retiming near a particular segment a roadway.  

Darren Buck: Okay. Next question was our friends down the street at MWCOG, they asked about the traffic signal audit numbers that Mr. Hill presented. I think I know the answer to that question. I'll ask Mr. Hill.  How did you generate the traffic signal scoring and where might we send other users to get a picture score on their own traffic signal?  

Eric Hill: You mean monetizing the values? 

Darren Buck: I think it was one of your charts had information on traffic signal audit scores.  I believe it's 0 to 100.  

Eric Hill: That is done by NTOC. The National Transportation Operation Consortium – they complete this survey. They were doing it annually on traffic signals. It's called traffic signal report card and they were doing it annually.  I haven't heard any news about it being done this year for 2009. So I'm not sure if they're continuing the program but I believe it was 2007/2008 they did a survey of traffic signals around the country and if you go to NTOC, I'm sure you can get the information on the last survey.  

Darren Buck: We're going to present the NTOC website at the end, it’s ntoctalks.com and there's a whole page on traffic signal operations there along with resources on conducting your own traffic signal self-audit.  

What else did we get? Somebody had asked about in general, how do you go about weighing an M&O project against a capacity type project? Are they in sort of direct contravention in your experiences?  When we go -- conservation in your experience?  

Richard Perrin: When we go about ranking projects, we rank them against criteria that go for all projects and we rank them against mode specific criteria.  So for us, a lot of it is dictated by the eligibility for the project for various funding programs, but in general, a large proportion of the overall points the project can score are going be on the same criteria, so for example, safety, efficiency.  There will be additional projects so they can match the sources that rise to the top. As far as a bias, I would say we recognize that there may be a bias against funding for actual staff operations at the traffic operations center.  That's why we started taking that off the top. Hopefully, this objectives-driven and performance-based approach is going to help us do a better job of what the actual value of that staffing is. Since we have many of the same criteria for many of the same projects, those make up a large proportion of the overall score, we've been able to do the head to head pretty easily. A lot of it comes down to not just the objective or quantitative scores that they get but also professional judgment. Now we want to be able to quantify that professional judgment as well.  

Eric Hill: We haven't done any kind of comparison with any kind of the capacity projects. I would imagine that if you just take an M&O project in, it wouldn't just be one M&O strategy; it would be multiple strategies for an entire corridor and do the analysis that way.  Again, that's just theory. We haven’t gone through that process. Right now we split capacity and management operations.  That is certainly something that we need to consider in the future and as I said, our long range plan has moved from a trend analysis to alternative land use analysis approach. So we expect that in the future, it won't be a comparison.  It will just be more emphasis on something in the transportation system that's more balanced and that’s more efficient.  When you just go ahead and do the cost analysis like we've done especially with the signal retiming, You can see the value there. We just haven’t done that kind of comparison.  

Rick Backlund: This is Rick. Just some thoughts as well from Federal Highways and some of the observations we've seen. When MPOs are advancing their mobility goals, we see with planning operations it's not either/or.  In terms of moving a region smarter, it can be a combination of adding transit capacity, highway lanes if needed, but smarter. Why not have a BRT in that highway lane? Smarter technology, when we talk about systems engineering and using that tool to advance what we have. Given that when you look at cost benefit, system engineering is much more benefit-cost than the standard lane widening. But if you take these tools and put them in combination, I think one of the great points this approach is being able to take these combinations and utilize them to the advantages of a region.  

Darren Buck: Great. Unfortunately, one of our speakers has to depart pretty soon, so we're going to have to make this the last question.  One of our questioners asked if this approach if there's an outcome bias to this where if we're heavily relying on certain performance measures if only those items that support those measures get supported? Whether we are somewhat boxing ourselves out of potential useful ideas and projects?  

Rick Backlund: This is Rick again. One of the great benefits utilizing this approach is by building this consensus up front with the development of these operations goals and smart objectives, the intent is when you get to these projects, and you have a better chance for success, for implementation. Jurisdictions are in agreement that this is the best approach to advance.  This eliminates the situation where each area advancing in technology that they may see as suitable for themselves but not without consultation of the jurisdiction and the planners. Just given our limited resources  and the fact that Rich talked about this that -- so much of our money is maintaining state of good repair we have the chance of making a significant change in mobility.  This reference provided gives these planners a set of good information with the operating community and how we can take that delta of available money and make best use of it.
Darren Buck: Why don't we wrap up?  

Jocelyn Bauer: That sounds good. To wrap up this webcast I’ll give you some information on the National Transportation Operations Coalition (NTOC). Here you see the member organizations of 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: Thanks. Thank you all for showing up and of course, most of all, thank you to the presenters for taking the time to be with us here today. In February, we have two great webinars coming up.  First of all from a recent international scan trip on road pricing through Europe. Many of the folks on that trip are going to be presenting some preliminary thoughts on that February 3, 3 to 4:30 pm EST.  We're going have a follow on from this webcast on objectives- driven, performance-based planning for operations.  That's coming up toward the end of February. So please keep an eye out and go to NTOCTalks to sign up for those now. Sign up for the newsletter and join the mailing list. With that, I want to thank you for your time. Have a great day.  

