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TRANSCRIPT
Jocelyn Bauer: Hello and welcome to another Talking Operations webinar hosted by the National Transportation Operations Coalition – otherwise known as NTOC.  The title of today’s webinar is “Performance Journalism: Improving Your Ability to Build Operations Program Support.” I will be giving a brief introduction to the web conferencing environment before turning the session over to Darren Buck from the Federal Highway Administration.  Darren will serve as a moderator for today’s seminar.  

Today’s seminar will last approximately an hour and a half, with 60 minutes allocated for the presenters and the final 30 minutes for audience Question and Answer.  Please be advised that our seminar is being recorded. 

During the presentations, 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.  Indicate who your question is directed toward, unless your question is intended for all presenters.  Please make sure that you send your question to everyone rather than just the presenters.  The presenters will be unable to answer your questions during their 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 presentations, 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 presentations and related papers used today are 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 webcast.  

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

Now, I’ll turn things over Darren who will start things off.
Darren Buck: Thank you very much, Jocelyn.  Today we are pleased to present information on a concept called performance journalism. We will tell you about how it can be used to garner support from the operations program from the public and decision-makers.  Operation performance measures enable agencies to better apply operational strategies to their systems, report performance to the public, and assist in justifying funding for operations activities by proving success because people want demonstrable results.  Whether reporting on congestion trends or incident clearance times, providing understandable performance information to the public and are decision-makers, these are key components to having a successful operations program. 

Our speakers today are Kenneth O. Vorrhies, who is a senior associate with Cambridge Systematics, joining us from Atlanta, Georgia. Kenny has more than 35 years of experience in traffic engineering, traffic operations and transportation planning.  He has managed a wide range of projects including TMC operations, data archiving and IDS planning.  He has a bachelors and Masters degree in Civil Engineering from Georgia Tech.  He was the southern district director on IDE International board 2006 to 2008 and the IDS Georgia state chapter’s representative to ITS America.  

Also we have Susan Sharp who is president of Sharp & Company in Rockville, Maryland.  She has been in her profession of graphic design, copywriting and communication strategy for over 35 years as well.  She left the advertising profession and started her own firm in 1982 and since the early 90s has been focusing on serving the public transportation sector.  Her firm's clients include Federal, State and local governments, providing highway transit and air services. From 2000 to 2005, Susan took a leave of absence to work for the Washington Metro.  She received her bachelor's degree from AU, American Universit,y and serves as corporate relations chair for the Washington DC chapter of WTF.  

First up, for a brief introduction, my colleague Rich Taylor who is a transportation specialist here in  FHWA’s Office of Operations.  Rich manages the operations performance measures program among other duties. Prior to joining FHWA, Rich worked for ITS America, Wilbur Smith Associates, and was a research scientist for the Virginia Department of Transportation.  Mr. Taylor holds a bachelors in City Planning, masters of Planning with a certificate in historic preservation and a masters of science in Civil Engineering degrees all from the University of Virginia. I will hand over to Rich.
Rich Taylor: Thank you Darren. Good morning or afternoon, everybody.  I would like to welcome you to the webinar on performance journalism.  First, I'll give you a brief introduction to the topic why we are presenting this particular subject today.  

So what is this webinar about? It’s really about getting the operation story out to the public. How are we going to do that? We have a lot of data that we have installed using our ITS sensors, or potentially buying from the private sector nowadays. And usually we want to use that data to provide me performance measures to see how we’re doing. The reason we're here today is to tell that story and to be proactive. Performance journalism is about being proactive and not reactive. It is time for the operations community to set the story, set the stage not just react to incidents or things that come along. It requires a commitment and belief in the work that your agency is doing, and you have to remember, like I said before is that, operations is still the new kid on the block. We need to explain ourselves to the public in clear relatable terms, and we can use our traffic data and other related data to develop performance measures from and use that information to tell a good story about operations.  

I am the program manager for the operations performance measurement program here at FHWA. We are trying to assist the State, MPO, and local agencies in developing their own performance measures program.  Performance journalism is a key component of a healthy and thriving program. We're focusing on helping agencies learn how to develop their data into usable performance measures that can be used to support operating the system.  Basically, choosing operational strategies, and assessing those strategies and their success or maybe they're not being successful. We also want to use performance measures to support funding decisions. If we have a freeway service patrol, perchance, and the legislature wants to cut funding for the program,  well, gosh darn it, we need to show them how much delay we are saving by having a freeway patrol out there. And maybe that is a good reason for them to continue funding it.  

Finally, we need to open an ongoing dialogue with the public and decision-makers through reporting our performance and through accountability. Showing them things that the legislature is paying for, they are getting good results on.  That is where performance journalism comes into play.  

I would tell you just what we are going to hear about this webinar today. We are going to give examples of how to discuss the operation story with the public and decision-makers.  We will provide examples of how to tell a story versus providing just facts. We will provide examples of how to graphically tell a story and we are also leaving ample time for questions and comments, providing you with an opportunity to provide your ideas on what you think FHWA could do to help you with your operations performance measurement program.  

We did want to acknowledge the work that the Washington State Department of Transportation has done in the area of performance journalism. As we're using it in this webinar, they sort of coined that phrase.  We listed here on the screen, a TRB paper written by Daniella Bremmer and James Brian from the Washington State DOT. You can find on the website.  We have also included that file in our file share pod on the lower left side of your screen.  You can click on that, press the save to my computer button and it will save a copy to your computer and you can read the excellent document.  

We also did include, as Jocelyn mentioned, a white paper that was developed by Kenny and Susan Sharp on this topic. It is a written account of what you'll be hearing today during the webinar.  Feel free to say that I share that with your colleagues as well.  

Here is my contact information if you have any questions after the webinar or ideas, feel free to contact me.  Our operations performance website on the federal highway website is listed there. At this point I like to introduce our speakers - Kenny Voorhies and Susan Sharp from Sharp & Company. 

Susan Sharp: Hello. It is a pleasure to be here today to talk to all of you.  My background is the marketing world. I've spent a lot of time thinking about how the end user, the customer, is going to be receiving information. I wanted to start off today talking about, setting the stage for performance journalism – why it matters to you. So start off with, what if the general public and elected or appointed officials really understood the value of your program?  Where that put you?  What if the head of your department or your organization understood? Would it make a difference for you and how much funding you received and what you're able to do to address traffic concerns in your area?  That’s what we mean by improving program support. Well one way you would certainly know that you had more program support is if you had more funding for your project. That sounds good doesn't it?  That is what performance journalism can do for you. Let's find out how.  

Performance journalism has three components to it – it's quantitative performance reporting, it's storytelling, and it's good graphics. Or, to put it in performance journalism terms, it's data, story, and graphics – making a lightbulb go off of somebody else's brain – “now I see how the stuff can help us.” We are going to look at these components more closely.  

It starts with good data. It is crucial to building credibility that your facts be accurate and appropriate.  Data integrity is the cornerstone of performance measurement and essential, absolutely essential to performance journalism. It is also important to determine whether the data applies to the specific discussion. For example, a discussion of crowded highways, the site non-highway increases along with those for highway, brings extraneous information in and might just distort the context.  Depending on the story that you are telling, there will be different data types and levels of data detail that are needed.  

I'm going to turn things over to Kenny Voorhies, who is the data guy.  

Kenny Voorhies: Thank you Susan and good afternoon everyone. As Susan said, and Rich before said, "data quality or quality data is key to this whole performance journalism. I'm going to spend a few minutes talking about collecting, analyzing, and reporting information that is based on performance data.  

You see here, a list of data that you might find helpful in performance journalism. There are the usual things like volume, speeds, travel times, but there are other areas that we are being able to collect in recent times,  and that is data on incidents, weather, customer satisfaction is helpful, and agency operations activities data. And many times, transit operations data is also helpful.  

Before continuing developing your story, you should identify the data that is relevant to your situation and available, to determine if you need more data.  If that data cannot be available in a reasonable time or at a reasonable cost, then you may need to modify to your storyline.  As a note, this list is very similar to the data performance measures that were identified in the NTOC performance measure study a couple of years ago.  That study was conducted by the University of Maryland's Center for Advanced Transportation Technology. You can go to that link shown at the bottom for more information and definitions of some of these performance measures.  

You want to start by reviewing your available data and determine if more data is needed. You want to check to see if the data quality is good, that the information in the data is accurate. You want to see if the data is current. You ought to look at things and if any data is several years old, it should be looked at as being suspect. You want to make sure it is still relevant to your current situation. Susan mentioned before, you don't want to use non-highway data when talking about a highway situation. Does the data you have available relate to the situation you are trying to tell the story about? Finally, you want to make sure that special circumstances may skew the data.  For example, say a road segment was under construction for a year during which is the period you are looking at. The speed data is probably going to be slower than normal and may not be representative of the situation.  

So let's take a look at an example. Say your agency would like to show the benefits of your freeway service program. The first thing you need to do is to define a message that you want to tell the story about. So the message, we came up with is, a service patrol program saves motorist time by reducing the time lanes are blocked. So you look at what data is available and find there is information on the number of incidents, the incident type, the number of incidents that have a lane blocking involved, and the incident or incident timeline with its components.  You take a look at that data and you see that what is really relevant here is incident duration.  For this message, it is important for decision makers and the public, but they see the incident timeline. Also, it may be important to define what the scale of the number of incidents is.  The number of incidents with blocked lanes may be useful. This is how I often see how this type of data is presented. This is borrowed from my friends down the street here in Georgia DOT. Of course they were not trying to answer our situation with the benefits of their program.  They are showing trend lines but we often don't get past this point. In this diagram, the green line shows the overall incident duration. For our purposes, the other data is not that relevant and it may dilute your message. How would we suggest that you present this message?  

Using this type of data, this is what you can come up with. In the situation here, in 2004, it is actually before data.  The service patrol program started in 2005, and then had a full year of data at that time. You see the data collected between 2006 and 2009. The message here can be adding service patrols reduced blockage time by 75% in four years. To continue to talk about performance journalism, I am going to turn it back over to Susan.  

Susan Sharp: Thank you, Kenny. That is a great presentation on data. But here's the thing. Data is facts. Most people don't retain facts. Most people really aren't moved by facts and, often as I'm sure y'all have experienced, they don't even make their decisions based on facts. People are moved based on stories. Humans are a storytelling species.  We learn through stories because they capture our imagination – they allow us to put ourselves in a situation. So the most compelling way of sharing information is through stories. What is at the heart of a story – why? Why does it happen?  Why does it matter? Why should I care? The facts may tell us the who, what, when and where, but it is the stories that tell us why. Why is not just the reason for doing something. Another way of looking at why it is to see that it provides a context for the data that you are giving. When you leave these elements in, you have a story. 
So let's look at an example.  When you give facts without of context, it does not mean that much to an audience. I run across this all the time. I'm just going to guess that one or two of you and his group are guilty of this. You get somebody giving you a statistic like ,last year 1500 more vehicles were added. In my mind, and in the mind of your audience often, they are going is that good? Is it bad? Was a lot?  Was it a little? When you add the context to it, that was more than twice the number over the last 10 years. Oh, now I get it. Now I can see why it is so crowded on the freeway. The facts by themselves, they just don't connect with your audience in the same kind of way. It's context determines the data into information that helps to tell the story. 
So, let's look at another example. Here we have vehicular traffic increased by 3% last year. Again, is that good? Is it bad? Do I care? What does it matter? In order to have understanding, and take the facts and build into a story, now we explain that this has increased 300% and no new highway lanes have been built. This has forced more and more drivers onto already crowded roads. You can see how we have taken this fact and built it into a story that has a compelling purpose to it. 
So, let's look at how we take it back and build it into a story and use graphics to enhance the understanding. Here’s our fact. Today we are borrowing heavily from the Georgia Department of Transportation. The Georgia Department of Transportation will activate five more ramp meters February 19th and 20th.  This came from a press release that they put out. This was the fact. If we add the why to it, it becomes more compelling. It is to improve the flow of traffic between Lowry Boulevard and Columbia Drive. Now, if I commute along a section of road, I care.  It immediately identifies the spot and tells me why they are putting the ramp meters in. Here's the thing, there are a lot of people reading this and they don't know what a ramp meter is.  You can use graphics to support the story that you are telling.  Despite putting in a picture of the ramp meter, maybe some people in your audience are saying what is a funny thing sitting by the side of the road. Now I know. That is what a ramp meter is. You can see where we have taken a fact. We have added the why to it and we have depicted graphically so people can understand it very quickly and easily.  

You always want to make sure your graphics are relevant. Here is the exact same information presented with a different graphic. What is the matter here? This image adds nothing. As a graphic designer, this is my bugaboo because I see this all the time.  Showing traffic and particularly a traffic jam does not demonstrate the value of a ramp meter. In fact, it could have a negative effect because it is showing the opposite of what it is that the ramp meter is to achieve. It is really just a filler picture. It is distracting and not informative.  I know that we often feel compelled to fill the space with something. It is really better to have no graphic than to have a graphic that can be misinterpreted. You also want to make sure that your graphics are easy to understand. This image is way too complicated for a PowerPoint presentation. It is often not even an American road which some people might find distracting.  It definitely does not contribute to understanding, it just diverts attention.  Anybody looking at this is going to say, am I supposed to be reading all of that copy?  They call outs are too small to pick up quickly and even if you are going to use this in a printed document, like a report, you’d have to think long and hard about your audience before adding a graphic like this. Showing how ramp meters work may interest the engineers but it may not forward your cause unless you are presenting to engineers. The showing why they work, on the other hand, might be very useful. After all, what you are asserting is that by stopping traffic, you are improving traffic.  That is counterintuitive for many people.  

What you want to do, is anticipate the unanswered question in the audience's mind. That helps you remove a distraction and enables the audience to be more receptive to what you have to say.  

Let's talk a little bit more about using graphics. By which I mean images, charts, and graphs, anything visual that you add to your report or presentation.  Graphics are a great way to quickly show relationships. The text on the left is very dense with information. This same information is shown on the right-hand side. Very quickly, shown to these pie charts and using a heading that reinforces the information. It allows the audience to quickly grasp what you're talking about. It enables you to get the concrete data understood, and that frees up your audience’s head space or they are processing capacity for them to comprehend your story. You don't people so distracted by trying to follow the data that they can't follow the story.  

Graphics can quickly convey a lot of information. For example, this was to convey the intricacies of a complex physical infrastructure. That can be difficult to convey in words alone which is what you see on the left-hand side. The graphic might be used to quickly show that there is not enough space for very large planes at the airport. Perhaps the discussion had been about runways. This shows the runway capacity is not the whole story.  

Anytime you have a number of variables to describe, a graphic can simplify and make it much easier for people to understand. Here are your graphic guidelines in addition to what I have just said. Make sure to remove extraneous attributes. Use your chart title to tell the story. 
Maybe cannot afford to pay someone to generate new graphics for you all the time. Let's go step by step to improving some of the most common graphs that you use in your reports – those that are generated from Excel. Here is your typical graph generated by Excel. I am sure you have seen many, many, many of these.  

The first thing that we are going to do is start removing the extraneous distracting elements. With startup by taking out the shading, -- let's start out with taking out the shading. Let's remove the 3-D perspective on the bars.  Let's talk about 3-D for a minute. People often think that they jazz up the presentation. You have to be careful because using dimensionality can really distort data and make it much more difficult to read. In fact, I find it hard to make a case for 3-D so let's remove that. Continuing to clear up the graphic, we're going to take out the grid lines along with the tick marks. Notice that you can see the bars of the graph much more clearly.  After all, that is what we are trying to show here. So now let's take out the third data set. This graph does not reference the average figure so it is not needed. Similarly, just because the data that you have included something, maybe you don't need it in what you are presenting. Continuing to purge ourselves of extraneous elements, now we are going to remove the vertical axis line along with the need to have to crane your neck in order to read the legend that is running up the side. This is another thing.  If you need to have the type going every which way, it makes it easier for the reader or the viewer. If we take the legend out, and we replace it -- we place the labels on the bar, we are making it easier to quickly understand the information.  The legend is not needed for so few bars. We can get rid of that too. And label the bars themselves.  

As we did with the figures, let's make all the other identifiers more legible. Now our bars are nice and clean and are easily and quickly grasped.  Let's look at the chart titles. The figure numbers are reference, not an important piece of information. It can be downsized.  

What about the title? It is not telling us much of anything. Let's rewrite the title. And now by saying this, we have made it telescope and tell the story right there in the headline. It was reduced 35% between 2005 and 2008.  Once more, here is the before and here is the after. I will give you a minute to be stunned by the amazing difference it made on there. To sum up on the graphics, make sure they are relevant and they enhance the understanding of your story. Remove extraneous attributes. Trim, purge, clean that thing up as much as you possibly can and always take advantage of using the chart or the graphic title to telescope and tell the story. One of the things we learned in design school is when people have a report, they will read the headline, they will read the captions and that is all. They will look at the pictures.  Counting on people to read a lot of text to get the message is not a safe assumption. Also, you don't ever want to put anything into a slide or report that you have to make excuses for.  So if you have data but it is not exactly the right data, don't use it. You don't want to have to make excuses to explain to people why it is there.  

Now, let's look at putting it all together. Most of us start out thinking about what we want to say.  Don't we? We are all, how am I going to write my presentation? How am I going to put it together? What am I going to tell them?  Etc. Etc. Successful communicators, on the other hand, think about what the audience wants to know. Brilliant communication is about what the other person receives as it is about what it is that we say. That means that you talk about things in the audience’s terms.  As you collect the appropriate data, write your narrative and develop your graphics. The most important things to remember are what matters to the audience now and what is going to be different for them after hearing your presentation or reading your report. When you know these two things, you have the outline for the best possible story, the one where the audience is the hero. The following points will help you sell anyone, DOT executive management, general public, or elected or appointed officials on the benefits you have identified.  

First, think strategically. Before focusing on how to present, what data to collect, what graphics to use, whether to use PowerPoint or a brochure, spend time thinking about what to present. What is the big picture?  Why communicate about performance?  What is the most important point to get across? Such thinking will greatly help you develop your story.  

Second, tie your points to existing conversations. Learning and influencing do not take place in a vacuum. The audience that is receiving your information is not an empty receptacle waiting to be filled with the information you are providing. People have preconceived notions; they are being bombarded with information at all hours of the day and they are often just trying to manage it all. To be heard, it is vital to speak into someone's listening.  

For example, you know that ramp meters improve freeway speed by as much as 25%. However, perhaps a conversation that DOT executive management is having is about budget cuts and how to bring more service out of existing infrastructure.  Your presentation then might be better received if it reinforces the value of ramp meters. Perhaps by showing how ramp metering can postpone or eliminate the need to add capacity. By the way, here I am showing presentations. These principles apply equally whether you're writing a report or communicating in any other way.  Again constantly think what is on the audience's mind and how can you tie your discussion to it?  

Third point – speak to the technical level of your audience. A technical audience certainly might understand when you use jargon, but if your idea does not know what ramp meters are, just don't talk about them that way.  Refer to them as stop and go lights used on freeways and on-ramps because everyone knows what stoplights are. Most importantly, don't get so deep into the how of it, how many ramps, how much electricity they require, the annual maintenance cost that you forget to convey the why of it. Why will it help congestion? Why is a better solution than something else?  Why will your audience be a hero for recommending it? This point cannot be made often enough.  Clearly reinforce what the audience perceives as benefits. In marketing this is known as selling the sizzle not the steak. It is the benefits not the features that persuade people.  Therefore, concentrate on training your story in terms of what benefits are audience will realize.  If executives are concerned about budgets, bring your discussion in terms of value or cost savings. If elected officials are worried about being reelected,  frame the discussion in terms of greater customer satisfaction and by implication of have at least some voters favorably disposed to those that make the recommendation.  

Lastly, but hardly least, keep it simple. Simplify, simplify, simplify. Remove anything extraneous or distracting from your presentation and make sure every word and every graphic supports and forwards your story. While you're at it, don't try to tell many different stories in one document or presentation. It is hard enough for people to remember one thing.  

So, let's look at putting it all together. These are the principles of performance journalism. Stories, use clear concise and straightforward writing using the who, what, when and why method. Have a beginning, a middle, and a conclusion. To paraphrase Ian Forrester, the fact is that the queen died and the king died. A story on the other hand is the queen died and a king died of a broken heart. Writing. Use nontechnical language that avoids jargon. Don't dumb down the contents.  Just find ways to say in plain English. Data. Good data is essential to performance reporting.  Quality data must have the highest quality of integrity and be appropriate to the measure. Graphics. Use graphics to supplement or replace text. Make sure they are easily comprehended, relevant to the data and topic, are accurately depicted, and clearly convey important information. Content driven design. Everything about the presentation should engage the audience. Presentation should enhance and not distract from the content. Quality control. Remember, your credibility is on the line. Make sure your content and data are of unquestionable integrity. Timing. It is a good idea to begin small and expand. Report frequently and consistently.  

Thank you very much. We will open it up to questions.  

Jocelyn Bauer: Thank you, Susan. At this point we will turn it over to Darren Buck who will field the questions. I think there is one that went into the chat box.  If anyone else can think of a question for the speakers, please type it into the chat box and Darren will field that to our presenters.  

Darren Buck: Rich Taylor, who was one of our presenters here, posted a question. How do we explain the benefits of freeway service patrols or having an incident clearance ''policy'' (such as an average clearance time of 90 minutes for major accidents)?
Kenny Voorhies: First of all, Rich Taylor is not allowed to ask questions.  Susan, we will have to work on this together. The benefits of having a policy of course, is that it sets a goal. To have such a policy, I know they have one in Florida and Georgia. It's gotten everybody to work together.  I guess the question here though is how do you present that out to the public? To get people to work together and actually reduce their time, which has been – it goes back to the example I gave as reducing the time that lanes are blocked on the freeway, for drivers.  

Susan Sharp: I think that what you want to emphasize are the results that you have been able to obtain. People are much less interested in the process that you’ve used than they are in finding out the results and especially if those results have benefited them. I think you want to keep the focus on the benefits that you have been able to derive from it.  
Kenny Voorhies: Not the policy itself. Just the benefits from the new policy are what you are saying?  

Susan Sharp: Right. Exactly.Does that answer your question, Rich?  

Kenny Voorhies: He must be on mute.  

Darren Buck: Susan, I will ask another question for you. What do I am a program manager and I have a my disposal a myriad of different measures of my program  and I have gone through it I have selected the top 22 that I consider relevant to what people should know about my program.  Is there a magic number that I should be shooting for in terms of communicating performance measures in this performance journalism concept?  

Susan Sharp: That is a great question. Thank you.  People can not get more than three ideas at a time as a max.  22 measures are different elements that sound like pieces to use in a number of different presentations.  Maybe one, three and seven might appeal to your boss.  And maybe one, eight, and 12 might appeal to the local elected officials when you talk to them. To try to cram all 22 of those into one discussion is going to be overwhelming to anybody. Generally, most people think in threes.  Three main ideas and three supporting points to it. It's pretty much what people can handle. That's great. Often people feel at the more they can cram in there, the better their odds are that something is going to work. Again, if you work it the other way, if you think about your audience. What do they know? What do they care about?  What is taking up their head space? I think you have a better chance of -- then you have a better chance of selecting the right ideas.  

Kenny Voorhies: I know when we have worked with DOTs in setting up performance measures programs we tend to think about having a small number of the most important measures that would be published for the public. Then on another level, a larger number of performance measures that would be sent to DOT personnel, like department heads etc. Then there is a myriad, the operations staff would use for their own use. That is one way we have looked at it.  Keeping the number small for public consumption. But underneath that, there is a larger number of measures that would be available if somebody wanted to know specifically.  

Susan Sharp: Excellent.  

Darren Buck: We had a question come over the chat box from Mike Schauer. What is a good medium for reaching the public?  

Susan Sharp: There is so -- there is no such thing as the public anymore. Again, it is what audience and what audiences are you trying to reach? Or that, just depends on whether you have a group – do you have them grouped together and making a face-to-face presentation.  The optimum conversation is conversation.  It is me talking directly to you, getting feedback from you and having a dialogue. That is the optimum. Everything else that we do is taking a step away from that. There is a lot of different research out there and the media market is more fragmented than it has ever been. Maybe you want to try a variety of ways to reach people, especially with the public. You might want to put something on Facebook or other social networking sites. You want to use your website and build in as much interactivity.  Like what can Kenny was saying before about having various levels of data, you might want to put a presentation up there and somebody can click through tha. They can click onto the data and see what is behind that particular piece of data and drill down as much as somebody might want to do there. Websites are great for that.  You get that the interactive element in there. It depends. Presentations, I think, a lot of people think a lot of themselves giving presentations. I don't think they think as much as they should about the audience sitting there for the presentation. How to engage them there. Reports and things like that are probably the most passive because you're just putting it out there and hoping that someone will pick it up, hoping that someone will look at it. You don’t have any way to get immediate feedback on it and know if people understand what it is you're trying to communicate. Again, I think you have to think about the audience and what is the best way to reach them.  

Darren Buck: Another good question came over the chat box. How do we handle unpopular recommendations? Especially to elected officials or the public?  

Susan Sharp: We bury them. No, that’s not the right answer. Of course, you try to put in the most constructive light that you possibly can.  Generally, I think that if you can talk about solutions and not just the proble. If the recommendations are tough, or unpopular, that I think you need to stress – I am assuming you are doing it because ultimately there is a positive to be gained from it. Otherwise, I can't imagine why you'd be making a recommendation.  Sometimes there might be a short-term unpopular aspect to it that he can focus on the longer-term positive applications. In Washington we call that spin. It never hurts.  

Darren Buck: Mr. James Weatherspoon asks, what is a good dollar value to budget for operations program outreach, including performance journalism?
Susan Sharp: I will have to let somebody else answer that. I can say that our point of view, it is never enough.  

Darren Buck: I can tell you in retail, we used to target 3% of revenue. We found an approach like this, using a performance-based and leading with the benefits that you provide.  Doing that in a very concise manner it is a very easy way to leverage public relations PR and not just people like you to hear the playback backed up by stories like Susan said and it starts acting on a life of its own.  In terms of comparative to other marketing techniques, this is really a method that has a long tail. It provides returns in other media beyond what you need to spend.  
Darren Buck: We had another question as to whether or not this methodology has been used in staff reports to political bodies.  

Rich Taylor: This is Rich Taylor. Excellent. I will answer this. A lot of the sources of the material we presented today was from the Washington State Department of Transportation as I mentioned earlier and their accountability website has many examples of using these particular approaches and methods to providing data that is required by their governor and/or legislature for some of the bonds they’ve had out there. Absolutely, this has been used in staff reports to elected officials in Washington State and I'm sure in other locations as well.  

Darren Buck: We had a suggestion come over the chat box that video was another media that can be used in the storytelling especially the new media platforms available to us in terms of social media. Those of us in government, it is more challenging to get on there but it is evolving. We are getting there.  

Susan Sharp: Good point. Very good point.  

Darren Buck: Next question, people tend to remember the worst days are events of the so-called meltdowns. Have you come across an effective ways of addressing these or explaining them clearly?  

Susan Sharp: Yes people are going to remember those kinds of things. Again, I think that you want to emphasize that the best thing to happen as a result of those meltdowns or things like that. Sometimes that might be an action that was taken on the spot and sometimes it might be a lesson learned. You're giving the message that you are responsive to the needs of your public. Taking actions on behalf of that. Sometimes, part of being proactive is to get out there with the story, before it starts to get told by other people.  Even if it is a negative or a troubling story, you have the opportunity to shape the message if you do it proactively.  Maybe your incident clearance wasn't as good or there was a major meltdown on the roadways that took place. If you can get in there initially and start crafting how that story is told.  I think you have a better chance in terms of the discussion.  Don't try to avoid it. Don't try to pretend it didn't happen. That is the worst thing you can do. That is on everyone's mind. 

Rich Taylor: This is Rich Taylor.  I wanted to add that the question gets to a lot of what we are trying to achievement with an operations performance measures program.  A lot of times when we do have meltdowns, we don't necessarily have all the performance measures are even sometimes the data necessary to really analyze exactly what happened and how our response worked or did not work or kind of thing. Again, if you have a consistent operations performance measures program that is providing these measures, and you have the data and you are archiving it and you can get those measures, you can sometimes see dead-on with your operational strategies during incident or some type of meltdown. Have either worked or not workers that we can report to the public that we tried this  and maybe it did not work as well but another time we tried a different strategy or approach and it had were great. That is the reason you need to use that data and provide measures. Without that information, you're going to be hemming and hawing and trying to figure out to explain yourself.  

Kenny Voorhies: To add to what Rich said. I have seen examples of major incidents, a fire or something that took four hours to clear. If you have your data, you could explain, five years ago we had a similar incident and it took eight hours to clear.  You can talk about our program has improved 50%.  

Susan Sharp: The other thing about that is that if you have the data, and it might have seemed like it took five hours to the people that are sitting in traffic. They might actually be able to say that in fact, you got it cleared up in two hours.  If you have some other data that you can compare it to, like six years ago, an accident like this would have taken five hours to clear or eight hours to clear.  You can also use your facts to counter some of the impression that people might have started developing.  

Darren Buck: Okay. I'm not showing any other questions on the chat box. If anybody has any more, chime in now. Otherwise, why don't we wrap up? I will toss it back to Jocelyn Bauer .  

Jocelyn Bauer: Thank you. 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 the recording up within the next 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. You can also sign up on the website the NTOC Talks newsletter by e-mail twice monthly.  Darren, would you like to close us off?  

Darren Buck: Thank you, Jocelyn. Thank you to Susan, Kenny and Rich – this is a great webinar. It was very informative. Keep an eye on the NTOC newsletter and the website. We are looking to have another seminar on pricing coming up within the next couple of months.  In January, we are probably going to be doing something on operations as it relates to planning.  

As always, please contact me through the NTOC website if you have suggestions on topics you would like to see. Other than that, I would like to thank our speakers and thank everybody for attending. We hope it was valuable to you.  We wish you a good day and a happy Veterans Day.  

Jocelyn Bauer: Thank you.  
