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So with that, Walt, you can begin when you're ready. 

     Thank you Jerry. Good afternoon, I'm very proud to be lead-off batter on one of the first FHWA web casts. I believe that we are all participating in a program that will be the first of many, many more web casts to come.  My presentation today is based on material in the FHWA handbook entitled “Managing Travel For Planned Special Events.”  I would like to acknowledge two of the FHWA managers who are in charge of the project, first, John Obenberger who lit through most of the phases of the project and Laurie Radow.   I'd also like to acknowledge Steve Latoski of my office who served as a principal author on the handbook.  The document is available on both of the websites shown here.   I'd also like to acknowledge the guidance that we received and in particular Dottie Shope, John Corbin, Bob Boggs, and many others.   They all helped make it a very successful project. 

     What I'd like to do today is lead you through what are planned special events?  Why should we manage planned special events; and what are the benefits if we do manage planned special events? In looking at the definition of what is a planned special event, we have gone through a lot of documents to determine if there was a definition already in existence.  So we had the privilege of putting together a definition.  What we have defined it as is a public activity with a scheduled time, location, and duration that may impact the normal operation of the surface transportation system due to increased travel demand and/or reduced capacity attributed to event staging.  Now previous documents describe special events as incidents and covered all types of events.  In the definition we have put together here, it focuses on planned special events, but what it doesn't include are emergencies, which include: severe weather, earthquake, bridge collapse, terrorism, and real emergencies which occur at random with little or no advance warning.  It also doesn't include roadway construction and maintenance activities, which constrain travel within one corridor.  Primarily because there have been so many other documents written on roadway construction and maintenance that we didn't want to repeat everything in this document.  Looking at why do we need to manage travel for planned special events, the first thing that jumps out at us is that planned special events can have potential enormous traffic impacts.  As shown in this figure, the three primary factors include: travel demand, road/site capacity, and event operation.  Available resources and external factors represent secondary aspects that also affect the impact of a planned special event on transportation systems operations.  Looking at the issues and characteristics associated with the previous slide, we see that travel demand refers to the expected number of event patrons, their arrival and departure rates, and the modal split.  Road/site capacity is influenced by the background traffic, transit, and parking capacity.  Event operation defines the market area as affected by the event staging requirements, and available resources include available personnel and equipment resources for planning and day-of-event operations.  External factors include: weather, security, and other contingencies and also other concurrent events. 

     It’s important to realize that numerous planned special events are held each year.  In fact you'll hear from Los Angeles that it really is a full-time position just handling and managing planned special events in the L.A. area.  In fact in L.A., there are over 2,650 planned special events each year.  In Milwaukee, Wisconsin, there were 450 planned special events each year that influenced travel along one downtown segment of I-94.  

     There are five categories of planned special events that we define in the handbook. They include: discreet recurring event at a permanent venue, continuous event, a street use event, a regional multi-venue event, as well as a rural event.  Now, if we look at the characteristics of each one of these five categories, we can see under a discreet recurring event at a permanent venue that they have specific starting and ending times.  They have a known venue capacity and they have advance ticket sales and weekday event occurrences.  In relation to the starting and ending times, the peak arrivals generally occur about 45 minutes before the start of the event.  Examples of this category include events at arenas, stadiums, and amphitheaters and include sporting events and concerts. 

     In looking at the next category, continuous event, the characteristics include occurrences often over multiple days: arrivals and departures of event patrons throughout the event day, typically little or no advance ticket sales.  Capacity of venue is not always known and occurrences sometimes occur at temporary venues.  Examples of a continuous event include a festival or fair. Both of these operate throughout the day, and you can really join at any time, there's not a set starting time. 

     In looking at a street use event, the characteristics include occurrences on a roadway requiring temporary closure, primarily because that event is going to be held there on that street.  Specific starting and predictable ending times, and capacity of spectator viewing area are not known.  It can go along the entire roadway span and spectators are not normally charged or ticketed.  Dedicated parking facilities are not generally available.  Examples of a street use event include a parade and a bicycle race. 

     Characteristics of a regional multi-venue event include occurrence of events at multiple venues at or near the same time, events have a time specific duration, a continuous duration or both, and the overall capacity is generally not known if continuous events or street use events are involved.  I guess a major example of this category would be the Olympics, where more than one event was occurring simultaneously. 

     The characteristics of a rural event include a rural or a rural tourist combined area, a high attendance event attracting event patrons from a regional area, limited roadway capacity serving an event venue.  The area is lacking regular transit service and events having either a time-specific duration or continuous duration.  An example would include the U.S. Golf Open that was held in Eastern Long Island, a rural racetrack, and a rural amphitheater. 

     Looking at the handbook, the handbook was developed with a purpose in mind to bridge the gap between the state of the practice and state of the art, to provide a framework for establishing an integrated and stakeholder coordinated practice, to recommend proven and innovative strategies and techniques, and to profile successful practices.  Of course, this afternoon you're going to hear of successful practices both in Virginia and the Los Angeles area. 

     This slide shows the phases of managing travel for planned special events.  I think the important thing to point out is that this is an interim process.  We like to take the lessons learned at the end of the event and input them into the beginning process to help for future events. This is what we're indicating here in this slide.  What we established to identify were different sections within a report, the handbook user groups, we established three groups.  One is a transportation engineer, a law enforcement officer, and the third is the event organizer.  We developed icons so that the users can easily access information on areas of their interests within the document. 

     Now, this shows the handbook mark-up that we utilized.  It emphasizes that we prepared what we hope is a user-friendly document.  One that includes photos, tables, figures, and it has less text so it's easy to refer back to, and it uses the icons that you see right next to the section with the purpose.   We have shown that the three user groups should be reading this section because it has information that would be useful to them.  It also shows how we have included a toolbar along the right side so you can take a look at what section of the report you're in at any particular moment that you're reading it. 

     Now, the handbook is organized into 15 chapters with five sections as shown.  The overview section covers the first three chapters: chapters 1 through 3.  The advanced planning covers five chapters: chapters 4 through 8.  The day-of-event activities cover one chapter and the post event activities cover one chapter.  The event profile section covers five chapters: chapters 11 through 15, and what's covered here is a separate chapter for each one of the five categories which I just described to you before.  And what we do here is we try and put together a list of procedures, flow charts, checklists, and tables that will help guide you through all the steps of managing and planning for a planned special event.  It will lead you step-by-step to show you how to implement all the correct steps for a particular location that you may be interested in setting up a planned special event for. 

     Now, managing travel for a planned special event involves advance operations planning, stakeholder coordination, and partnerships.  It also includes a multi-agency traffic management team that will help to develop the traffic management plan, prepare procedures and protocol, and handle day-of-event traffic control and coordination.  It's really aimed at raising awareness of potential travel impacts.  It's aimed at coordinating agency services and resource sharing.  If we look at what are the goals of managing travel for planned special events, we see that we like to achieve predictability, ensure safety, maximize efficiency, and meet public and event patrons' expectations.  

     This slide shows the audience that is intended here in terms of the stakeholders, and what it shows here is that the public includes, and we should never forget this, includes both businesses, residents, commuters, and the traveling public.  Each one of them has to be satisfied and addressed in our managing travel for planned special events.  Looking at stakeholder challenges, we list some of the key aspects: mitigate impacts of event generated traffic, potential for heavy volume of transit vehicles and pedestrian flows, coordinate travel management activities with event operator and overall planning team, available staff resources, and support services, and infrastructure lacking at event site to manage traffic and provide support services.  

     Now, this all says a lot, but I think a good example of this as many of you may recall reading in newspapers several years back of a golf event where the traffic condition became so horrendous that the golfers were getting caught up in the traffic heading to the event and it was getting close to them missing their time for tee off, and so several golfers pulled their cars over to the side of the road on to the shoulder, parked their cars, jumped out, got their golf clubs out of the trunk, and started walking to the course.  Of course, the media highlighted this immediately and I think what it serves for all of us transportation engineers is that we never want to be associated with an event like that.  That's a challenge to make sure that we're managing travel and all aspects to minimize the impacts on everyone, including the golfers. 

     Now, in terms of possible travel choices, this slide shows that we should look at every opportunity to use modal split and to utilize all means of travel to get patrons to and from an event, which includes transit, express, and charter bus services helping with the automobiles to go with route selection and parking, even as shown in the bottom out in the Summer Fest in Milwaukee, Wisconsin, a music festival that occurs over a number of days, that we have a parking area for bicycles right by the entrance, so people would consider using bikes to get to the event and making it attractive for them to conveniently park and access the site. 

     Now, if we look at what are the benefits that are accrued by managing travel for planned special events, we see that we can reduce traffic congestion, we can improve mobility, and we can improve travel safety.  Now, the newspaper article shown here is actually a quote from a sergeant in the sheriff's department in Milwaukee, Wisconsin, relating to the opening of Miller Park.  In here, he says everything went very smoothly, and that's what we'd love to hear from every event that we're all associated with, instead of the other consequences or problems.  Now, a major benefit of having a planned special event is the partnerships and trusts that are built out of it; and I use the word camaraderie to really describe this.  Once you've worked on an event, the camaraderie that's developed and the trust that develops is going to help you in every part of your day-to-day activities.  No matter whether it's associated with planned special events or not. You have the contacts and the trust of people you work with who are going to call upon each other to help solve other problems.  It also helps to promote interagency coordination, resource utilization, and resource sharing; how everybody can pull things together to help give the proper attention to utilizing the planned special event.  What's also very important is the new strategies that can be incorporated include incident management and new ITS equipment for future everyday use.  Sometimes you can use the equipment that may be gathered for a planned special event and employ it daily from there on to help in the daily traffic situations. 

     This slide shows some of the benefit measures that should be collected during an event. It includes travel time delay, arrival and departure service rates, number and location of traffic incidents, and we should not forget, the community benefits that occur: the economics, the emergency vehicle access, the public agency course, and travel demand. 

     Now, looking back on what have we learned in managing travel for planned special events, we see the keys to success include development of a good traffic management and parking plans.  They are essential.  The input and participation of involved agencies should be gathered from the early stages of the planning for the event.  The implementation of a plan is very important. You don't just develop it and expect it to work on its own.  You have to make sure you include on-sight traffic management so both inside and outside are coordinated together, and one of the biggest things that we like to emphasize is the ability to modify the plan and accommodate real-time traffic.  You cannot just develop a plan and expect it to work on its own.  There's always going to be a real-time traffic situation that's going to occur that you may have to modify the plan to make it work, and that's why you should be there during the operation of the event to assure the success of the event. 

     Now, don't get too sure of yourself.  Whether it is your first planned special event or your 1,000th planned special event, be prepared - expect the unexpected.  Now, this slide shows what happened at a U.S. Golf Open.  Everything was going fine and the traffic was flowing smoothly. Our plan was working well, however, it was a rainy day with the threat of thunderstorms. Obviously golfers, first of all, with their metal clubs did not like the idea of being lightning rods, but at the same time an ambulance entered the site to pick up somebody who tripped and hurt their ankle.  To get through the pedestrian crowds that were on an internal roadway, the driver decided, on his own, to put on his siren.  What most people didn't know, including the police and myself, was that a siren in tournament play signifies that play is over for the day.  So the players started to leave the course.  We got the call and luckily we responded immediately and stopped golfers who were trying to leave at the parking lot.  All was saved. But it points out again, always expect the unexpected. 

    Now, in summary, I hope that you all feel that you have gained the knowledge of what is a planned special event, what are the five categories of planned special events and their characteristics and why is it important to meet the challenges and manage travel for planned special events.  You recognize benefits that can be realized by applying the procedures in the handbook to manage travel for planned special events in your particular locale based on your particular type of planned special event.  I know you will enjoy the next two excellent presentations that describe successful events for planned special events.  I'd like to thank you for your attention at this time and I appreciate your attention, Jerry. 

     Thanks very much Walt.  Thanks for giving us an excellent overview of the whole topic of managing travel for planned special events and for setting the stage for the next presentations. Again, I'd like to encourage our audience members if you have any questions, just post them in the chat area on the lower right-hand side of your screen and we will get to those after the final presentation.  The other thing I want to mention, I did post a couple of items about the fact that the handbook that Walt mentioned is available online from the Operations website and you can also order a free CD-Rom of the handbook at the address located on the side.  So I hope you take advantage of those opportunities. 

     Our next presentation is on the topic of Managing Travel For Planned Special Events: VDOT Signal System Approach will be jointly given by two experts from the Virginia Department of Transportation.  Ms. Katherine Jefferson is the Director of System Engineering Operations in the Northern Virginia District of VDOT.  During her 13-year tenure, Kathy has managed staff responsible for traffic field operations and ITS, particularly the smart traffic signal system and highway construction materials testing.  She holds a Bachelor's Degree in Civil Engineering, a Master's in Public Administration and has completed courses towards a PHD in Public Policy. Kathy has authored or co-authored technical reports on signal system accomplishments and recently authored and presented a case study highlighting the use of performance measurement to determine work needs at the Transport Science and Technology Congress in Athens, Greece.  Prior to joining VDOT, she worked as a civil engineer with the Pennsylvania Department of Transportation.  Kathy's co-presenter is Ms. Ling Li who is the System Operations Manager for the VDOT smart traffic signal system.  Ling has been in VDOT for nine years.  In her current role she oversees engineers who are responsible for signal timing optimization, signal related studies and reviews, incident management and special events, and planned development implementation for over 1200 signals in a three-county area in Northern Virginia.  Ling holds a Bachelor's Degree in Civil Engineering and a Master's Degree in Transportation Engineering from Villanova University.  Prior to joining VDOT, she worked for seven years as a civil engineer in a professional design institute of the Railroad Ministry in Beijing, China.  Kathy and Ling, you can begin when you're ready. 

     Thank you Jerry, It's a pleasure for Ling and I to be able to talk about Northern Virginia's traffic signal systems approach to managing travel for planned special events.  What we'll do is you'll see our presentation outline but before we get into the meat of the presentation, I'd just like to provide a little background information on the signal system and just what the responsibilities for planned special events entail.  In general, the Northern Virginia district of VDOT serves a population of over 1.4 million people and there are more than 4,000 miles of roads in Fairfax, Arlington, Loudon and Prince William counties.  This is a region that's thriving economically.  As a matter of fact, one of the fastest growing counties in the United States, Loudon County is located in the Northern Virginia district.  As you might expect with all of this growth, the transportation infrastructure has not kept pace and so the interstate and arterial networks often experience congestion during peak periods.  Knowing this, in 1989, VDOT officials decided to refine signal system operations and embarked upon an infrastructure project through which about 700 intersections were outfitted with type 170 traffic controllers and also a control room was constructed for the field equipment to communicate.  So then we had this signal operations refinement process and one of the aspects of that is signal retiming or optimization.  It allows us to improve overall traffic progression and just create a digital library.  This library is the database of optimized networks.  It's this information that we use to manage travel during planned special events. 

     And now to the special events in particular, there are four that we're going to talk about today. The first is the Thanksgiving-Christmas holiday, which is during the shopping season.  We do special timings at major retail centers in Northern Virginia.  What you see before you is a photo of Tyson's Corner Center.  It's one of the three major shopping centers in Tyson's Corner, Virginia. This area was the first site of planned special event traffic management.  We started that in 1999, and since then, this whole process of preparing special plans for the holiday season has grown.  In 2004, there were 165 traffic signals at 17 retail centers in three counties.  So that's how this process has grown since beginning at Tyson's Corner Center. 

     The next planned special event for which timing plans are developed is at an arena at a local university.  George Mason University's Patriot Center is the photo that you see now.  This is a 10,000-seat arena that's used for commencement exercises, for basketball games and other social and educational events. 

     The next photo is of the National Capitol Independence Day Fourth of July celebration and fireworks display.  Planned special events here involves collaborating with state and local jurisdictions in Maryland and Virginia and the District of Columbia to move traffic away from the district after the fireworks display is over, and then the final planned special event that special plans are developed for is “Tax Day.”  This is a picture of the Merrifield Post Office that's a processing and distribution center located on a major commuting route into D.C.  Special plans are done for that last day to file federal income tax returns. 

     Now we'll get into a discussion of the steps and you will see that this tracks back to Walter's presentation on the steps in planned special event traffic management.  The first stage is program planning, and this is actually a by-product of the optimization process that I talked about earlier.  In some cases, it’s initiated by VDOT staff.  We just want to make sure that we're managing traffic in an area more effectively. In other instances, external entities approached VDOT and requested assistance.  In particular, in 1999, the first effort in Tyson's Corner was initiated when the mall manager heard the presentation on findings from the first optimization that was and he approached the manager and said we expect more consumers, more shoppers during the holiday season.  Can you help us?  And so program planning can be initiated either internally or externally, and also during this process we evaluate existing signal timings and there are significant stakeholder meetings held. 

     The event operations planning stage actually consists of four activities, and I'll define those in greater detail in the following slides: data collection, data analysis, timing plan development, simulation and fine-tuning, and also validation.  For the data collection phase, typically when timing plans are developed, there are three types of data collected: that's traffic counts, existing timing plans, and then data on roadway conditions or geometry.  In planned special events, only traffic counts are collected.  During the data analysis stage, staff tabulates traffic counts and summarizes them into spreadsheets and then they compare that count data with volumes pre-existing in the central system.  These traffic volumes are at adjacent intersections.  They call this process balancing.  They next create an area map and then they use flow diagrams from the central system to determine the number of plans that need to be created.  During the timing plan development and optimization stage, delay and level of service is calculated and purpose and goal is coordination arterials within the network or however the affected intersections fall.  Time space diagrams are used to make adjustments. 

     During the simulation and fine-tuning or validation stage, SIM traffic is used for simulation and these simulations are used to compare with the optimized timing plans that are derived, and also comparisons are made with observed traffic conditions and known motorist tendencies.  On the day of events, what happens is there is onsite and control room monitoring.  We have a graphic that kind of shows how this is done on the next slide.  Day of event, timing plan adjustments are made in accordance with real-time traffic conditions and one of the interesting occurrences on the day of event can be internal traffic control problems.  In particular, at the shopping centers this might entail inadequate direction of vehicles to parking areas.  At the Patriot Center what happened was pedestrians were directed to cross the street at inappropriate times.  In these cases, you create backup and spill back onto the arterials.  Now, if at the graphic, what you see is the person sitting in the control room who's doing monitoring from there and then there's communication in the upper right corner with the traffic signal controller, there are onsite personnel who are actually viewing real-time traffic conditions, and there you see the bottom right small box, the traffic signal, such that changes are made in terms of how the signal actually operates.  So this is a graphic depiction of day-of-event activities. 

     Post-event activities entail significant debriefing sessions during which timing plan effectiveness is evaluated.  Also people are able to identify intersection modification or if there are transportation and operational improvements, might be geometric changes, might be different signs, might be changes in pavement markings, all kinds of issues arise during those debriefing sessions. And then this all creates a feedback loop for timing plan development for future events. 

     The next three slides that you'll see kind of illustrate some of the output that we have from special event plans, and this is used during the debriefing sessions and to plan for future.  The first graphic is the Tyson's Corner Center, again, the first photo that you saw.  This is from November 26th of last year to New Year's Day this year.  What you can see here are the increases in traffic volumes on the particular days, inbound and outbound from the mall.  You can also see the spike that they would have days before Christmas.  You can also see no traffic basically on Christmas Day.  You can see the returns, two days for returns and after Christmas sales, 26th and 27th, and so again, this is the feedback mechanism for plan development for the next year. 

     The next two graphics are from the Patriot Center, and you can see here the spike in traffic volumes just before an event occurs.  This is an eastbound left turn lane into campus from the main arterial.  You can see the spike just before the event occurs, and then the next slide shows -- this is southbound off the side street coming off campus and you see around midnight or so the spike in traffic again as people are exiting this facility.  So once again these are data that can be used to inform discussions for future event planning and the like. 

     I just have some concluding remarks and some will deal with challenges, some will deal with just observations and going forward.  One of the greatest things that has come from managing travel for planned special events is inter-jurisdictional coordination.  Rather than just for planned special events, it's become routine.  The regional signal system managers work together on emergency response plans and there's an atmosphere of continual data sharing.  As a matter of fact, Ling participates on the MWCOG ITS Taskforce Signal System Committee and also members of her staff attend regular bi-monthly meetings of regional managers just to talk about common issues, common strategies, philosophical similarities and differences so that's a by-product of managing travel for planned special events.  And, of course, there are challenges associated with trying to come together, especially on a regional basis.  There may be institutional impediments.  Each jurisdiction that participates has its own policy, has its own procedures, has its own philosophies in terms of use of manpower, in terms of how people are used in the control room or how they're used onsite and so these are issues that come into play when you're managing especially on a regional level.  Within VDOT manpower constraints, staffing losses, definitely everyone is challenged to do more with less and so that becomes an issue.  Also technological difficulties as it relates to field equipment breaking down or loop detectors and how to have adequate detection because it's key in developing good timing plans.  And then another global issue in the region has to do with economic growth, so there's limited road capacity, there are frequently changing traffic patterns, increasing traffic volumes and all of this kind of militates against successful plans for planned special events. However, ITS technologies have been fantastic in that having the central control room, having the capability to continually update plans, having the ability to develop recommendations for additions or improvements to other traffic control devices, this is enabled by the use of ITS technologies, and also we're able to provide traveler information to influence route choice. 

     So what I've tried to do is just talk about some real-life examples and activities that the VDOT staff is involved in.  Ling and I are here to answer your questions and we're thankful for this opportunity to talk about VDOTs approach, Jerry.  

     Thanks very much Kathy and Ling for sharing your own experiences and insight in managing planned special events in Northern Virginia.  I notice we're starting to get some questions or our first question and I'd encourage everybody that any questions you have or that occur to you when a speaker goes through a certain topic, post it on there.  We'll get to them shortly.  

     Our third presentation concerns the process of managing planned special events in one of our nation's largest cities, Los Angeles.  For this presentation, we'll have a tag team of folks presenting, but this time they come from different perspectives.  One comes from DOT and the other from a public safety perspective.  Aram Sahakian is the engineer in charge of the Special Traffic and Emergency Operations Division at the Los Angeles Department of Transportation.  Aram manages the Department of Special Events Program consisting of over 2500 events annually and a $4.1 million overtime budget.  He also coordinates the development of event management plans with city council offices, organizations and other agencies and directs the implementation of complex traffic management plans that require the support of multiple department bureaus.  In addition, he directs the department's emergency response planning and training activities.  Prior to assuming his current position, Aram was engineer in charge at LA DOT's Metro Section. In that role he directed field operations for the 2000 Democratic National Convention.  In 1999, Aram was engineer in charge of L.A. DOT's Automatic Traffic Surveillance and Control Center, the world's most advanced center.  His professional training includes multiple courses in emergency planning, disaster planning and recovery sponsored by the California Specialized Training Institute, Emergency Management Institute, and the National Fire Academy.  Aram's cohort in chairing the city's insight is Captain Charles Gregory Roper, the commanding officer of the Emergency Services Division for the Los Angeles Police Department's Counterterrorism and Criminal Intelligence Bureau.  Greg is a 32-year veteran of LAPD.  Although born in California, he was raised in Western South Dakota and educated at the University of Wyoming, graduating with a BA in History.  Following graduation, he joined the U.S. Navy, becoming a naval aviator and piloting helicopters along the eastern seaboard.  Upon completion of his military service, Captain Roper returned to California, joining the LAPD in 1973.  Captain Roper's command at LAPD is providing service, training, and direct specialized support to the department in emergency and daily operations.  The division's motto is helping the best handle the worst. Greg and his staff are responsible for the majority of the major event planning for the LAPD. Additionally, he commands the department's bomb squad, the HAZMAT unit, the Los Angeles world airport canine bomb detection unit and Operation Arc Angel, the department of homeland security critical asset management program.  He's the department's executive officer to the director of emergency operations during all major, declared and undeclared emergencies.  Aram and Greg, you can begin when you're ready. 

     Good morning or good afternoon. 

     Good or good afternoon again. 

     That was Greg's voice and this is Aram speaking right now.  I apologize in advance if I'm a little too slow on pushing. I'm pushing a little over 28 hours working the Metrolink light rail tragedy we had yesterday and the captain will wake me up if I doze off; some of the benefits of co-presenting. 

     It was a busy day in Los Angeles, unfortunately and sadly. 

     Our presentation is a show of graphics and I'm hoping that you'll be able to read the slides that you see on your screen. If not, in the future maybe we can send you some copies that are more legible.  Just a summary, over 2600 events now in the city of Los Angeles annually, and we're pushing over 50 emergencies such as the one we had yesterday - similarities in special events and emergencies, planning, responding, recovering.  We do train for emergencies during our special events. 

     Those of you who are aware, the Department of Homeland Security, has indicated or not indicated, is requiring all of us to adopt the management philosophies and procedures of the National Incident Management System or NIMS.  Here in California, we have had the standardized emergency management system since 1993, which came about as the destruction of the home of one of our state senator's in the 1991 Oakland East Bay Hills fire, which burned some 3,000 homes an hour.  We have been for the last decade now very strong supporters of the ICS system and Unified Command System and as Aram indicated yesterday we had two cities involved along with federal authorities.  It was almost a seamless integration in terms of the management of that horrific event.  Unfortunately, we have a great deal of practice in that.  Those of you out in our audience, if you're not aware of NIMS, we don’t have -- you don't have a lot of time in terms of our grant monies and et cetera.  We're all going to have to be NIMS certified and capable by 2007, if I understand correctly.  So this is one of the things that is just offshoots of the cooperative nature of the way we do business here in Los Angeles. 

     Quickly, type of special event and Walter covered some of these, special event at venues, stationary event and he referred to this as a recurring event, these are your concerts, your sporting events, baseball, basketball games, et cetera.  You have your community events. These are anywhere from block parties to parades requiring the closures of secondary or major highways, but they're limited as far as the size of the event.  The award shows, these are at venues also, but they do have a security component attached to them, especially since 9/11. Captain. 

     This is one of the nuances that has occurred in the last few years in particular.  The security and the analysis of potential threats to an event are an integral part and this is what we provide from law enforcement.  Given that the academy awards are coming in February, we have already begun or have completed our initial threat assessments for the initial meetings and we have a rather in-depth program of analysis using both local and national and international sources through our counterterrorism bureau and our links to the FBI and others. It actually has in the past few years as Aram will go into some detail caused a significant change in how we deploy traffic resources to an event like this that has an international audience of tens of millions. 

     Just to you an idea, I had my 15th meeting on Monday with S.W.A.T., Metro and LAPD regarding the perimeter of this event. You're looking at 3,000 feet of concrete barrier placement and three bomb-checking checkpoints.  You're looking at some 450 police officers assigned, along with a command post that will include elements of the 9th CST which is the civil support from the National Guard Joint Terrorism Taskforce personnel, which include the FBI and other Federal agencies, so it has gone from just a bunch of stars pulling up on the curb to an extremely complicated and highly secure event.  And just to mention, over 1200 limos will be dropping off for this event.  My deployment is 80 engineers and 450 traffic officers: conventions and demonstration, I think I skipped one slide, the races, walks and parades.  I just went back to that slide.  L.A. marathon coming up in March, the triathlon, they are a major regional impact, over 26 to 30 miles of roadway closures, and we do have over, I would say, a hundred, 150 5k and 10k runs in the city. 

     That picture on the upper left-hand was our Lakers parade.  We don't have to worry about that, but USC has stepped up to the plate and so we feel that for the next few years we'll just replicate that again for our friends, the Trojans.  The convention demonstrations, the biggest one, the Democratic National Convention, again, very quickly I'm going to go ahead and paint a picture for you of what goes into putting our manual together.  Each special event has its own manual.  It could be a couple of pages to all the way up to 1,000 pages, for example, for the L.A. Marathon.  We have a very detailed database management and we have to create a database. The reason for that is the number of events that we need to keep track of and every single aspect of the events that we have in the city, including the budgeting, the overtime deployments, people that are working the events, their experience so we can also look into their experience and tap those personnel during emergencies. 

     Right off the get-go when we receive an application for a special event, the initial notification is the following, L.A. DOT district offices, Los Angeles Department of Transportation District Offices Enforcement and Special Event, this is our traffic enforcement section.  LAPD Special Event Section and, in turn, they will communicate to their internal sections, the Metropolitan Transportation Authority, DIDC which is the Entertainment Development Corporation and we have approximately over 6,000 movies that take place within the city and I would say over 90, 95% of them do require street closures.  DASH, this is the transit system and CALTRANS is the State DOT. 

     I might add, and this is Captain Roper, that we also have a very aggressive outreach to our 15 council districts and council persons that are representatives, because recently in Los Angeles they implemented the regional neighborhood councils who are very active in most areas of the city and they need to be kept informed and have input into the conduct of the special events that impact the regional areas in the neighborhoods. 

     We'll look at the impact area. This is a slide of the Staples Center area that gives us an idea of how large an impact area could be.  The traffic data, we'll look at past history, if we had the events before, field check the locations, see if there's any new businesses in the area, if there's any construction in the area, take a look the traffic volumes being manual, automatic, head counts describing the street geometry, transit routes, what's going to be impacted and identify the hot points and on the right-hand side you will see the hospitals, hotels, churches.  Those are some of the hot points that we consider.  I don't want to go into detail on this, but this gives you an idea of how much is involved. The marathon meetings began four months ago and so far we have had over 63 meetings for that event - five response levels, 1 through five, one being a block party all the way to level 5 which requires the activation of our emergency operations center, the department's operations center, our ATSAC which is the Automated Traffic Surveillance and Control Center and here's a slide of our ATSAC center.  This is a year old and it has changed.  We have the flat screens and the new technology. 

     That information, the way we are currently beta testing a technology, this isn't a plug or anything, it's called Live Waves.  We're integrating the output of our intersections and streets as well as our crime surveillance camera system in Hollywood, the CALTRANS system from the freeways and we're beginning to look at MOU and MOA’s with the private industry so we can integrate all video sources throughout the city and bring that down to the incident commander in the field in one of our mobile units, which are equipped with the Live Wave technology.  The same holds true as bringing it into our department operations centers and our EOC so we can have a much more video-based system.  We're also looking at bringing it down to our second generation of mobile digital terminals in the police cars so we have a view only system that can be used by officers in the field. 

     At this time, we have 3700 signals online with the center and the CCTV system has 286 cameras.  I'm going to discuss very quickly types of events. Your stationary events, basically they could be event at venues you say or they could be also block parties where the event is very defined.  Moving street closures, you're looking at the slide of the triathlon because of the length of this event, over 30 miles of roadways, we do close the streets in different sectors and reopen them right behind the event and we classify these events as moving events.  Your rolling street closures, these are your marches, first amendment issues.  We basically form a bubble formation around the event and we move along with the event, closing streets right in front of it, opening them right behind it.  To give you an idea on these first amendment events, it's not apparent, but we seem to feel that in observing them that many of these groups, they want to walk as slowly as possible to get as much disruptive capability or issues out there.  We have actually over the last few years developed a rapport with our major sponsors and in one area alone, we -- one of our captains walks with the leadership.  Not as a show of support, but he literally gets out there and sets the pace, and we found that in doing so, we engender a great deal of cooperation with the planners and we also get the thing to move a little faster. 

     Different sectors, this slide shows the marathon and how it's divided to different sectors and each sector will have a transportation engineer in charge of his sector communicating with the department's operations center where we do have liaisons from different agencies and under him, of course, he has his crew.  In looking at the marathon in particular, this is where we use the ICS system and then break out into separate operational groups.  We actually divide, as we say, into the sectors, which we call divisions, and in each of those sector divisions, you'll have a LAPD Lieutenant who will be teamed with an L.A. DOT traffic engineer and they'll have a unified command structure over the assets and resources, both police and DOT and volunteer in each sector.  They work in concert with each other with no entity having singular control per say except as emissions go up - if it's security, it's PD, if it's traffic, it's DOT.  In fact, we take all our traffic direction from the DOT engineer.  They are pretty much, we have recognized over the years, they know more about it than we do. 

     This slide also shows the sector closure and opening times. I'm not sure if you can see it on the slide.  This is a detailed map of one specific sector.  I believe this is in the downtown area, and you see circles at intersections and there's numbers within those circles.  Those represent specials of each intersection.  We take our geometric design plans and everything is on CAD, by the way and shows the traffic control setup, of course, using the MUTCD and all the rules of the road.  The next slide is going to give you a specific intersection.  You see the cone pattern, the change of a message sign if there's any involved, the barricades.  We do manufacture our own signs for special events and we do post them on barricades, type 2 or type 3 barricades. 

     Contingency planning, again, Captain, we don't have to worry about this for a while.  What you're looking at, if you can see the Staples Center, I'm not sure if you see my arrow, right above it, there's a red section.  That red section is the initial closure pre-event, approximately half an hour prior to the event due to pedestrian volume.  At half time, the green closure gets implemented and we do have traffic officers and police officers at the perimeter of these closures.  The blue closure is a contingency to discourage cruising if they win or they lose, expanding the perimeter of cruising to a six-mile radius and this has proven to be very successful.  Unfortunately, because of a mini riot that we had at one of the final games, this plan was basically generated. 

     This shows around the Staples Center area where we divide moving traffic from event participants.  Most often we take traffic volume counts and we only recommend to close the directions that are not going to impact the traffic during a.m. or p.m. rush hour time and, of course, there's a security component and we keep that in mind.  Like I said, for the academy, we're looking at 3,000 feet and this time it's going to be concrete and not water because of some other concerns. 

The increased concern on security has caused us to use a lot of different traffic control measures that are actually traffic interdiction measures. Although we're not using a lot of water K-rail in the academy awards, we are big fans of it.  We also use things like we have portable hydraulic wedge barriers that we set up at our checkpoints.  We have tire shredder cat's claws. We also have stand off capability with very large caliber weaponry.  We have developed a series of protocols and other issues that are involved and our bomb detection equipment that's used at checkpoints is also becoming more and more sophisticated.  These are issues that we work in concert with the DOT personnel, but at these checkpoints, we don't put DOT personnel at risk or in harm so they are not within close proximity of one of those checkpoints. 

     On that note, all DOT personnel are trained and then the standardized emergency management system and NIMS, the national system now.  They are trained to use gas masks, if needed. We do have personal protective equipment program in place at this time and they're constantly in training, working with LAPD very closely, not only for special events, of course, for mainly emergency response. 

     Parking lot locations, this is a very important component of any planning. This is for the L.A. Marathon again.  Over 25,000 participants gather into the downtown central business district area, starting at 6 a.m. at the same time we are implementing street closures, so it is very critical that we direct the incoming traffic to these parking lots from the highway or the freeway system via intelligent transportation system, changeable message signs, monitor these marking -- parking lots and redirect and change messages once these parking lots are full.  Just to give you an idea, I have a staff of eight people only for this event, eight engineers monitoring the parking lots. 

     Detour routes, of course the most important component because the general public is always impacted by these special events, and we use our signal system, our ATSAC center optimization and temporary postings basically to add capacity to the roadways.  Some of the events I can tell you we impound over three or four hundred vehicles to clear the route.  In the city we do not allow a race, a walk or a parade to go on if there is any vehicles parked on the roadway.  We're talking about including one vehicle and that also impacts all the venues, the establishments, and the businesses. If you have a hotel on a street that's being blocked and you're losing your driveway, and we are very strict on that issue because of liabilities and lawsuits, so during the -- during our pre-event planning meetings, we make sure that all those businesses are present during these meetings and their concerns are addressed. Captain, you might want to discuss the church issue, the lawsuit. 

     There's a marathon coming up in March that's traditionally held on a Sunday, and we have a coalition of churches now who are preparing to take us to court to make us run it on a Tuesday or a Saturday.  It's just one of those issues where we're on to I think our 20th year of the marathon now, but Los Angeles, among other things, I think, is the litigation capital of the world.  So this is just another issue we have to deal with special events now. 

     I also wanted to mention that we do use the PDs and fire department helicopters and downlink images during the events, especially when we're looking at 20 some miles of roadway closures to get clearance before we proceed with the race. 

     The Los Angeles Police Department has approximately, I think, 23 helicopters now in its inventory.  DOT also has access to state CALTRANS helicopters, California highway patrol.  I think there was once mentioned that between the LAPD and the L.A. County Sheriffs if they were a country, we would have something like the 15th or 16th largest air force in the world or some silly thing like that. 

     Organization and staffing, again SIMS comes into the picture here, the command staff, the field staff, support staff and we are very strict and we do follow the rules and regulations because we do ask for accountability during our debriefings.  If we had an incident during any one of these events and our events, by the way, are very political.  I would say 90% of them are very political.  Communications plan, I mean this is a very important part of the equation: the frequencies, the backup communications, if there's a loss of power.  On the big events, LAPD, the FBI, they bring out their patching units basically to put everybody on the same frequency over 12 to 13 different agencies, organizations will be patched to talk on one frequency.  On some of our events, even public works is involved.  Just to give you an idea, during the Grammys, that's on February 13 coming up which, is at the Staples Center Arena, we have two other events within 500 feet.  At the convention center we have two major events basically. I believe there's a boat show coming in and there's another event at a church further down, so there's different agencies involved.  Even sometimes our water and power department is on stand by if there's a loss of power in case of an emergency. 

     For interoperability issues, we have to run the spectrum from 400 megahertz all the way through the 800 spectrums. We use a platform that's based on the ACU1000, which is a Raytheon JPS product.  It's our standard platform for interoperability.  We can develop up to 11 different talk groups with dozens of participants in each group. 

     Time lines, personalized time lines, every unit that's working the event will have his specific time line with exact closure times, exact reopening times, and this is monitored from the DOT. They call in their closures, they call in their openings and this is very important because of the emergency that we might have. Are we doing okay on this? 

     We have got to hustle. 

     Okay, we have got nine more slides. Temporary parking restrictions, I don't have to talk more about this, MTA routes and scheduled modifications.  Needless to say, transit, mass transit is always impacted, so we do coordinate with them very closely.  They do put out their schedule and this gets advertised to the public. 

     We're looking at sweeper plans and, you know, special events generate trash and we do need to clean the streets before we reopen them so we do work closely with sanitation in this case. These are some of the water station, medical stages that are located on the route.  We make sure that there are no surprises.  A lot of times we do get surprised, stages pop up and we notify LAPD to take care of those issues. 

     A general time line, again, I hope can read this. This gets posted on our website and gives the public an idea of the street closure times and opening times.  If you look at the colors, for example, red is ATAC and they put signals on flash on the route so that's their time line, different colors. CALTRANS has their own freeway ramp closure time lines event activities logged.  Anything and anything that happens during the event is logged in. The radio communications, they're taped. So we have a very detailed log.  Often, we go back and study these logs to see how we can improve on our communication or on the plan itself.  The debriefing and the critiques, of course, that's the final phase.  Public information, the public-outreach and this could be right before the event, pre-event and it also could be post-event.  We have weekly detailed faxes that come in and they get distributed to agencies and these are faxes of the permits that we receive pre-event, 24-hour hotline, information hotline.  We do have mobile broadcasters that we take out to the field during the event and people can tune into a certain frequency and hear the detour routes and the details of the closures. 

     This is real important. We put all these on our LAPD website. It's also put on the city's website. Although I've mentioned we have had the marathon now going on almost 20 years, every year we'll get an irate letter from some citizen that will be published in the L.A. Times, which is not tracking the 20-year cycle of the marathon either, complaining that we have shut down the streets of the city for 12 hours. 

     Real-time traffic website, you guys are familiar with this. CALTRANS has one, we have one, different colors, show different speeds, and ITS systems, electronic changeable message signs.  I'm surprised we finished it in half an hour. 

     Yeah. We're only about four minutes over. Thank you very much. 

     Thank you. 

     Thanks very much, Aram and Greg. That was a great presentation and I like the tag team approach.  It was like listening to an NBA basketball game almost. 

     I hear that's a sore subject. 

     I guess that is, isn't it, with the Lakers. 

     We have concluded our presentations. I'd like to just give you a little background -- actually at this point what I'd like to do is do question and answers and when we're done with that we'll go through some of the background on the website and tell you how you can find out more about some of these resources we have talked about.  We have had a number of questions posted to the chat area.  Several of them have to do with specific inquires about VDOT and a number are general so let me just go right down list and we'll -- let's start with one for Kathy at VDOT.  What criteria are used to determine when special timing plans are developed or implemented?  Actually for Kathy and Ling. 

     Ling is going to answer that. 

     I will answer this question. The criteria for special events planned events, as Kathy mentioned in our presentation that all this work, special plans, you know, are optimize the signal timing plan.  For a special event we're looking to volume and the time of day.  Especially for holiday shopping center, mall especially, event management.  We're looking to volume increase.  If volume increased more than 30%, then we use special timing plan.  Of course, you know, different times of day we have to use different timing plans.  For like p.m., we have to work on some special plan that we can accommodate traffic and the shopping centers also, move traffic on major arterials, and for the weekend most of the traffic is just in and out of shopping centers so we'll have a different type of timing plan for different times of day and the day of week.  That's the criteria we think best for the shopping center.  For George Mason special events, you know, we receive George Mason Patriot Center's weekly special event schedule so we know ahead of time when they will have events and how many people will attend that event.  In general, we have like more than 3,000 people attend an event, and then we'll have a special timing plan.  If attendees are like more than 5,000 people, then we have another plan to handle higher volume of traffic.  The challenge here was we have to manage regular commuter traffic versus, you know, traffic in and out of special event facilities.  That's the challenge.  Not only move traffic for special events, you know, we have to move our arterial, traffic moving out of the scene and during the evening rush hour and weekend and the people going shopping and that's basically the criteria for special timing plans.  I hope that answered your question. 

     Yeah, thanks very much for that, actually there was a related question I think that followed on there, how do you fund the extra hours for this work, that is developing all these special plans, since much of it looks like evening and weekend hours that are usually overtime.  Actually most of the special events are evening and weekend hours.  That is a very good question.  Yeah, we have a challenge, you know, back in 1999 when we started with the special event plan.  That required our staff time because that was the first time we did this.  If we don't go to the field, we don't know what's going on.  The good thing is we were able to get this funding from our own maintenance budget at the beginning.  I know that budget constraint is a problem and we try to cut down our resources into working into the weekend and evenings, you know.  That's why we coordinate with shopping malls and George Mason police and event managers and our cell phones are available to them.  We have this centralized computerized signal system and we can change timing remotely and we don't to come to the office.  Actually that saves everybody time.  In case there is need for special plan, for change, you know, they can just call our cell phone and then we make change. That's in the recent year, that's what we do recently.  We don't put a lot of resources out into the field.  But the first couple of years we did spend a lot of time and the funding was through our maintenance. 

     Thank you.  Let me ask kind of a related question to all participants. Walt Dunn, you may want to chime in on this particularly.  There was a question for those that have champion leaders for PSE’s in their region, who tends to lead this effort, the DOT, the City?  And also a related question, since not just PSE resources but dollars are needed, are costs budgeted specifically for people or does this come out of a general operations budget.  Let's open that up to any panelist. 

     This is Walt Dunn. 

     Give it a start. 

     It's a good question, I guess.  I think what we have tried to emphasize in the handbook is that there are events that may just affect downtown or one particular location.  What's more significant is that the events often are regional in their impacts.  I think it's important to realize that you have to look at the overall region.  Now, who's going to be the leader is a pretty good question.  At times permitting processes depend upon the location the event is taking place and sometimes a local town or a city could be the one that has the actual permit process in effect that will determine the setup of the event, but the impacts require permitting to be done on state and county roadways that are also impacted by the event.  So normally what we see happens, it would be the local vicinity that would have the major role of the permitting, but then as part of the coordination with the stakeholder and other agencies, they would talk it over and see how they all would handle it.  In some cases it could revert be then back to the state and they have the overall larger view of the impacts of the special event. Of course, I think, you can get the same question should be asked to Aram to see how the impact is out in the L.A. area and the work that they have done as leadership in the city.  In terms of the costs, how are they budgeted?  Each particular location has the means to see how they can try to get monies budgeted for an event.  Sometimes they're able to go as part of the permit process and charge the event holder monies, and they have to come up with the requirement, just like somebody coming in as a developer to build a shopping center, to handle the impact and mitigate them on the roadways, which include extensive signing, and therefore, the event holder could either rent signing or to have his own signing and bring it in, as long as it was approved by the region or the district. 

     Is that pretty common? 

     It all depends on the location.  I think you're seeing a lot more being now what we have saw is more documentation on areas trying to get costs reimbursed or setting money aside up front by event holders.  The problem that comes in is sometimes on really regional events, the impacts are sometimes pushed aside because of the economic enhancement to the area by having the special event there in terms of hotels, money spent in an area. Sometimes the political aspects will come in and overrule some of the other requirements. 

     This is Captain Roper.  On that question I can jump in.  We have been working here in L.A. for a number of years on cost recovery, and it is a significant issue in terms of the cost to our city, in particular, but the political implications and the economic issues that are indirect seem to trump the costs of our agencies.  We do get some budget support, but I think as Mr. Dunn talked and the political issues are that we actually bid for things like the Grammys and the Emmys and the Latin Emmys, et cetera.  This is a competitive process, so you've got to be very careful just how much cost recovery you can find.  I don't see that we're ever going to be in a position to get a significant amount of our monies back.  We're going to have to just continue to compete with our budget priorities.  One thing out here in California, since we're all on the same sinking budget boat, we don't have a lot of local competition for these events.  In fact we're finding that everyone likes to come to LA. now because we aren't charging very much for this. 

     Just to give you an idea, the fees for the academy is over a million dollars, just my department cost is $300,000.  That does that include LAPD and the other agencies.  L.A. Council mostly waives over $15 million in fees.  We are going through a reform process at this time looking at profit versus nonprofit.  It's very complicated, very political.  At least I try to stay out of it and concentrate on managing -- on the managing portion of it. 

     Well, as an LAPD Captain, I'm many clicks below that decision-making point and happily so. 

     Interesting, let me turn to a general question, kind of an interesting question.  As a means of easing traffic at the end of an event, how much value is there in having activities that cause the crowd to leave over a longer period of time to sort of spread out the egress, if you will?  Anybody have any experience with that? 

     We do. Can you just clarify it because I think I'm understanding something else? 

     The example was entertainment after a sporting event, maybe some kind of a concert or some kind of entertainment to sort of delay people from exiting the event. Is there any planned approach to do that? 

     We try not to - try not to.  Our plan is to get them out as soon as possible. 

     Fortunately, many of these venues -- unfortunately, many of these venues involve the sale of alcohol and other issues, and in some cases the longer we keep them, the more they stew. 

     That's an interesting example. 

     Actually Jerry, I guess what we point out in the handbook is there are many approaches to this situation.  Oftentimes people are trying to be kept at an event to mitigate that impact of everybody getting onto the roadway at the same time.  For instance, tailgate parties that people do by their own when they go to a stadium venue for a football game both before and afterwards so they don't get caught up in traffic, but that's one kind of a self-imposed one by the event goers.  Other locations have been successful in having some band or music played at the end of the event to try to keep people there longer, so it helps disperse some of the traffic over a period of time.  We think that's -- we have shown that that's very helpful to do and we think it should be considered.  Again, we recognize that when you look at some of the major events at stadiums and amp theaters, you may have a schedule in your mind how long it takes to get people out.  But in other locations where there may be a rural area, it may be even more significant to entertain these other means of accomplishing the dispersing of traffic. 

     This is Captain Roper.  At least for law enforcement, that goes to the cost issues because police officers are an expensive commodity. And like at the academy awards, we're looking at 450 officers on duty per hour, and every hour we go beyond the scheduled cutoff can get awfully expensive for us. 

     Let me switch gears a little bit.  There was a question it was directed at VDOT but I'd like to open it up to anybody.  Considering the use of adaptive signal systems to handle traffic around special events, I guess as an alternative of coming up with special signal timing plans and so on. Any experience in that area? 

     This is Aram. We started using adaptive systems over five years ago.  We have them in the Coliseum area and the Staples area as the major venues.  We have over 50,000 loops basically embedded in the roadways.  We do write our own program and constantly on a daily basis these programs change and we improve them.  We are at a stage right now that we do feel very confident and able with most major venues to run the adaptive systems without any staffing in the ATSAC Center.  Of course our ATSAC staff are also able to monitor this from their home, from their laptop.  We have created a virtual private network that they can access the system through and make the timing changes, if needed, from their residence. 

     How about from the VDOT side, are you using adaptive signals? 

     We tested the adaptive signal control system about eight years ago along a major commuter corridor and the result was we didn't see significant benefit, and because that corridor has an oversaturated condition.  From our experience, I think traffic fluctuates a lot, you can use adaptive. For us we have pretty predictable traffic, in terms of special event we know like what kind of special event we're having and in terms of holiday season from the past several years experience we know like when is the peak for people to go shopping.  And we are like okay with the like just time-based coordination.  And another thing is for adaptive traffic control, you know, that requires a lot of loop detectors to be placed in the pavement, you know, that require a lot of maintenance. 

     It requires a lot of sort of look ahead and look back type detection. 

     Yeah, replacement and other things, you know - signal transition from one plan to another, and transition time requires like at least three cycles and that takes 15 minutes maybe because cycle ends here, like during rush hour we have an 80-second cycle.  If the signal was transition, that would take some time and signal will be out of sync with other signals. So we are pretty -- we like to try adaptive traffic control system like at the location more like rural type but for oversaturated roadway I think, you know, time based coordination works very well. 

     Okay. 

     And if I may, part of the equation is not just adaptive signal timing aspect of it, it's creating a smart corridor where you do have your its systems incorporated such as your led turn restriction signs that will pop up, your pop-up delineators that will come up from the ground and block off the left turn or right turn movements, different changeable message signs explaining different signages based on the information that's fed to the adaptive system. And I do agree, it took us a while to fine tune it and right now we do see a 20 to 30% benefit from the adaptive system. More than that, it does get to a point where you do need to deploy traffic officers to the intersection because it is getting to a saturation point. 

     Very interesting!  Let me go from the detailed to more of a policy question. There was an interesting question what benefit would a dedicated special events policy have in a region or state? Are there potential drawbacks to having such a policy? And if policy is useful, would you recommend a blanket statewide policy or a regional policy because some regions may have different needs? And a very interesting question following that in the same question was how do you draw the line between, quote, advertising and, quote, managing event traffic. In other words, if put something on a CMS about an event, are you in effect advertising it? 

     I guess I'd jump in there and say that just looking at it in any state, I definitely would not see having a statewide policy because regions vary within that state.  So you would almost have to have a regional policy just to be sensitive to the uniqueness of the region that you're dealing with, the traffic conditions and such.  There might be some similarities, I mean, you're talking about cost recovery and making sure that you have the provision for that, that might be something that you could standardize statewide.  I just think, again, with the specific needs within regions, I can't see a statewide policy.  I think that is an interesting concept of drawing the line between advertising and managing, that's a good question. 

     You know, from DOT, I agree. 

     Do you guys use CMSs extensively? 

     Yes, we do.  We have the mobile ones and we have the stationary ones, but our messages are clearly and very strictly relay messages only treated to traffic info. -- related to traffic info.  We do not advertise. We don't even put the name of the event on the changeable message sign. 

      Interesting. There was a related question, one of our audience members asked if there had been any studies done to determine the effectiveness of those messages. Have you done those? 

     We don't use them. So we haven't studied anything. 

     Aram, have you done studies on the usefulness of those CMS messages? 

     They are very useful, I can tell you that.  They're so useful we don't feel there's a need for a study to prove that. 

     Gotcha. Another question to all participants, have you found that there's a tolerable threshold for delay that varies by event or is it generally the same for all events?  What is that threshold of delay that's acceptable? 

     This is Aram.  It's different -- it differs from event to event.  I cannot compare two events within our city.  It depends from the attendance, the nature of the event, the type of people attending the event, the weather on that day, the traffic pattern on that day, the accidents on that day.  The threshold that we look at, basically we do look at level of service.  For us it is not acceptable for a vehicle to stay in a queue at a signalized intersection, for example, for more than three signal cycles and our cycles are 90 seconds long.  This doesn't mean that we're successful every time, but that's our threshold. 

     Okay. 

     I think it goes back to the benefits.  I think we also look at is to keep traffic flow moving.  You do that and then there's the appearance that everything is going well.  We try to like stop people and have delays by almost having a ramp measuring technique of letting people come out of the lots so once they hit the roadways, they're always flowing.  I think that's been a successful practice. 

     That's why in Los Angeles when we have an opportunity, we have an event, we are big fans of the rolling parade, the rolling protests, and the rolling event.  If it becomes stationary, we try to make sure that it's in a place that we have control over time, place and manner and mitigate any kind of real impacts.  We can do that to some degree with first amendment events as well? 

     We had an interesting question that we might at least start out in the L.A. area about what happens if you have a disagreement on the final plan between traffic engineering and law enforcement?  Aram and Greg, you guys have been very cooperative today.  Is that always the case or do you sometimes have some disagreements? 

     It's interesting because there was another question that was asked how long -- how far out do we do things like the marathon, the Grammys, the Emmys, et cetera.  Our planning cycle in some cases, the minimum planning cycle for a major event is three months out.  We will oftentimes be much more out in advance if necessary such as the NBA week, et cetera.  The issue comes down to during the planning portion of it is public safety.  If the issue is public safety, public safety trumps traffic control.  However, if it is the free movement of vehicles that doesn't get involved with public safety, then the traffic -- the traffic plan trumps -- well, doesn't trump public safety, but it is the pre-imminent guide that we use.  I think the academy awards are an example. We have three checkpoints where we go through all the limos and all the commercial vehicles coming in.  DOT has worked out a traffic plan which is extraordinarily traffic friendly, but it still allows us to have our serpentine s-curves, our under vehicle surveillance cameras, et cetera, et cetera, and the ability to move all 1200 of those limousines in and out.  So, the other question that you had is in the field if something were to come up real quickly if it's public safety, public safety wins.  If traffic comes up with something, especially like we used to have with these darn Lakers games, they would come up until we got it really down pat the last couple of years, it was always a work in progress and we were more than willing to try anything that the DOT engineer thought might make it better. 

     I second that. I mean we're lucky because our police department really has a good understanding of traffic, traffic management, and traffic flow.  They do understand that if the area is grid locked, the emergency vehicles accessing the area might not be able to get there, their response time will be longer.  I'm afraid to say we don't disagree too much. In the last three or four years, I don't remember disagreeing on any issue and again, unfortunately, or fortunately, we go back as far as the riot days, the floods, the fires and what have you and we're at a point that the communication channels are open. We understand each other and in the field on the big events, I do have a sergeant with me in my vehicle at all times and able to get in touch with the incident commander at a unified command post within a second. 

     To give you an idea, for the upcoming academy awards, the deputy chief whose region or bureau that is in, we had a meeting and Aram could not attend and we didn't have a copy of the latest traffic plan and we tried to explain it as captains and lieutenants and his comment was, well, we'll hold on that until we see Aram's plan. 

     We love each other, folks. 

     Thanks very much for that. Let's see, I had one more question I wanted to ask.   This was for VDOT.  The question had to do with -- this was to Kathy.  I'm sure Kathy or Ling, you mentioned that you have people in the field monitoring traffic.  Why don't you do this with the CCTV cameras?  If these are known locations, it would seem to be a good idea to put these cameras in the field.  I know you do have a number of cameras in the field.  How useful is that for the planned special events? 

     Well, that's a very interesting question. It feeds into we're actually going through a reorganization right now.  At this point the people who are responsible for arterial are responsible for arterial and then there's a separate unit that's responsible for freeway, and the CCTV cameras are on freeway.  And ling has mentioned a desire to incorporate CCTV on arterials, but we haven't gotten there yet.  With our reorganization, there will be more of a functional alignment where people will truly integrate freeway and arterial roadway management and so I can foresee that something like that would happen in the future, that we would have CCTV on our arterials and that would eliminate or at least minimize the need to send people to the field.  So that's actually something that could be on the horizon for us. 

     Very interesting. We have just recently had a question, another interesting one.  During an emergency event is law enforcement authorized to take over signal operation at a site without authorization?  What's your experience both in Northern Virginia and in L.A.? 

     L.A. DOT, that's a negative.  DOT will run the signals, PD will basically tell us, give us how to manage traffic.  They tell us what their needs are and our engineers will do the synchronization, the changing, the flashing or what have you. 

     The Virginia Department of Transportation, you know, will have a long process to work with the police officers, you know, Fairfax County and the State.  We made agreement that, you know, in general they do not operate traffic signals, you know.  We will operate traffic signals for special event, and because, you know, the signal system we are able to control signals along arterial and the entire night work and, however, these policeman control traffic signals, they can only control one or two.  But with our system we can control multiple intersections.  So actually we made agreement and it seems like this worked very well. 

     Okay. Well, thank you very much.  We have actually run a little long on this.  I'd like to offer virtual applause to all our presenters and all our participants, and in conclusion, I'd like to give you a little background on the NTOC site.  We did have a question again about the handbook and how to get it and where to get it.  It's available from the Federal Highways Operations site which we will post that on the -- again on the summary of the forum. We'll post the address.  It's also posted in the chat area.  You can also order the -- a free CD-ROM.  Just go to the NTOC website, which I'll walk you through here a little bit and there's a form on there that you can order it.  The address for that form is www.ntoctalks.com/fhwa/psecd_req.php.  That's in the chat notes.  If you want to control up, you can get that website address. 

     Let me give you a little information about the National Transportation and Information Coalition.  You can see all the organizations located on this slide.  We have new website that became public in mid-November.  It's at www.ntoctalks.com.  You can find this, the link to all the members and you can link to the members’ home page.  You can find out information about talking operations web casts.  We will shortly be having the recordings and the PowerPoint slides and a transcript of this one on the archive page of the talking operations site.  We also have a new talking operations forum.  This replaces what used to be called the e-dialogue.  We'll be posting some of the key questions from this web cast on the forum in the next few days, and I encourage everybody to sign up to receive digests from the forum.  You will not be inundated by e-mail.  You will just get a digest.  You can see the website address here and I encourage you to go there and subscribe to the forum.  We also have an ITS technology forum which deals with some of the more nitty-gritty technology and ITS issues.  The NTOC website also includes quite a wide range of resources and links to other resources, including the planned special events handbook.  It includes shared calendars, that is all the NTOC members put events and its and operations event on the calendars. And of course the ICDN newsletter which goes out to about 9,000 subscribers, is a lot of late-breaking news about MNO and ITS.  So that's the information.  Before we conclude, I’d like to mention a couple of other things.  There's a brand new study or brand new report out called watching it all come together.  Case studies and -- case studies report on special events, planning and management, and you can order that from -- or get that from PTI, and the Public Technology Institute.  The person to contact there is Robert Hicks.  His e-mail address is rhicks @ pti.org.  I'd also like to encourage everybody to sign up for the upcoming talking operations web casts.  We have two of them in February.  We have the work zones web cast that was rescheduled from December to February.  It's on February 17th, and the web cast on traffic signal optimization is February 23rd.  I'd highly encourage everybody to sign up early because our experience is the web casts can fill up.  So I encourage you to participate in those.  Again, thanks for your time. Thanks to all our presenters and with that, I'll turn it over to Liz, and that will conclude our session. 

     Ladies and gentlemen -- sir, would you like to do question and answer or no? 

     I think we have done all the questions and answers at this point. 

     Okay, no problem. Ladies and gentlemen, at this time your conference has concluded.  Feel free to disconnect at any time. Have a good day. 

