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1. Introduction

1. INTRODUCTION

BEST PRACTICES-BACKGROUND

In recent years, it has become increasingly common for states and regions across the country to
consider Intelligent Transportation Systems (ITS) solutions to meet the transportation needs of
their rural and small urban areas. Some of the most progressive states aso have examined these
opportunities from a statewide perspective. However, while there is a growing body of
experience in planning, developing, and deploying ITS, this experience is not being shared
effectively among all potential user groups. Consequently, each group that embarks on these
efforts typicaly starts from scratch and proceeds without the benefit of experience garnered on
smilar efforts.

In order to make this body of experience more accessible, the United States Department of
Transportation (U.S. DOT) commissioned the development of Best Practices on the planning,
development, and deployment of Rural ITS. The purpose of this document, Best Practices of
Rural and Satewide ITS Srategic Planning, is to support those agencies and groups that are
beginning the process of Rura or Statewide I TS deployment planning. Documenting past efforts
will support the transferability of ITS planning steps that "make sense” to other locations and in
so doing help identify and avoid or mitigate problems that have been encountered elsewhere. In
this manner, the best practices document can make a positive impact in the transportation
industry and contribute gregtly to improving future rural and statewide I'TS planning efforts.

BEST PRACTICES - PURPOSE

Therura ITS best practices series consists of two (2) main components.

25 A previously published Rura Toolbox (or resources document) that identifies successful
Rura ITS Projects and Statewide ITS planning initiatives from across the country
(available as publication number FHWA-OP-01-030)

#& This best practices document that guides users through proven processes for the
preparation of arural or statewide ITS deployment plan

This document is the second of these components, the best practices document. It investigates
the transferability of rural and statewide ITS planning efforts to other locations and provides
"lessons learned” during the ITS planning process in many locations. The best practices
document's ultimate goal is to identify factors that should be considered by agencies undertaking
rura and statewide ITS planning projects. This document describes factors that should be
examined if components of successful rural and statewide ITS planning efforts are to be
transferred and replicated elsewhere. It also documents the benefits of rural and statewide ITS
planning so that these benefits can encourage future I TS strategic planning efforts nationwide.

The U.S. DOT is actively promoting the planning and deployment of ITS as directed within the
Transportation Efficiency Act for the 21% Century (TEA-21). In order to more effectively
advance ITS deployment throughout the country, the U.S. DOT has developed a plan for
ensuring that the national transportation workforce is adequately prepared for this task. This
effort includes a number of components such as the Professional Capacity Building (PCB)

Best Practices of Rural and Statewide | TS Strategic Planning Page 1-1



1. Introduction

program, the Technical Assistance program, and the ITS Peer-to-Peer program. Each of these
programs encompasses a wide variety of instructional, guidance, and training tools aimed at
educating the public, transportation practitioners, and elected officials about ITS.

Furthermore, in April 2001, Part 940 of Title 23 in the Code of Federal Regulations became
active. The regulation seeks to foster integration through the development of a regional ITS
architecture tailored to address the local situation, ITS investment needs, and the subsequent
conformance of ITS projects to the National ITS Architecture and appropriate standards. To this
end, the U.S. DOT has developed the Regional ITS Architecture Guidance document (available
as publication number FHWA-OP-02-024)" to assist stakeholders in developing, using, and
maintaining an I TS architecture for their region.

Working together with these other programs, rules, and documents, this best practices document
promotes a number of common ITS themes such as inter-agency involvement and cooperation,
regiona planning and deployment needs, and desired integration strategies as the foundation for
subsequent rural I TS planning, development, and deployment activities.

BEST PRACTICES -SCOPE

The primary objective of the Best Practices Document is to capture and document rural and
statewide ITS planning and to present an overview of the “typical” ITS planning process. To do
this, 12 in-depth case studies and 18 shorter survey forms were completed to record and analyze
the opinions, views, and experiences of the people involved in each ITS planning initiative and
to derive recommendations and pointers that can be adapted for future projects. This document
addresses more ingtitutional rather than technical issues; its emphasis is on the complex decision
making process required for ITS strategic planning. This process includes agency interactions,
processes and procedures, organizational structures, and the level of institutional involvement.

Exhibit 1.1 clarifies what sub elements of the process are included in the best practices
document.

! This document may be obtained on-line through the I TS Electronic Document Library (#13598), available through
http://www.its.dot.gov.

Best Practices of Rural and Statewide | TS Strategic Planning Page 1-2



1. Introduction

Addressed in Document

Analysis of ITS Strategic Planning Experiences (12
Case Studies and 18 Survey Forms)

#&=Review plans, documents, and studies

#=Record planners’ opinions, perspectives,
and viewpoints

e#sSubjective evaluation

e#sFactual data and information “highlights”

e=sL evel of effort each strategic plan required

Not Addressed in Document

ITS Strategic Plan Evaluation

zComprehensive factual data and
information

e#0bjective analysis

etsHow well the strategic plan performed or
met its objectives

etsHow well the strategic planners interacted
with one another and worked together

£+sQuality of the strategic plan

1. Highlights of the Most Important Strategic Plan
Facts and Milestones

e&Sufficient background information to
establish the appropriate context

z&Sufficient background information to “set —
the —record straight”

In-depth History of Each Strategic Plan

2. Strategic Plan Decision History

£&Why certain decisions were made

#&The issues involved

z&Planner recommendations of what they
would do again

In-depth Analysis of Strategic Plan Decisions

Pointers and Guidance

#&Best practices

ez Pitfalls to avoid

ez .essons learned
e&Unique characteristics
ezs\Variations on a theme

Guidelines

#&1TS project recommendations
z&Design guidelines

ezEquipment recommendations
e&Requirements development & selection
e&sFunctionality recommendations

Exhibit 1.1 - Best Practices Document Contents

BEST PRACTICES-TARGET AUDIENCE

This best practices document is designed to assist a broad range of users who have or who may
have a stake in the planning and eventual deployment of ITS in rura regions or on a statewide
basis. It isintended to engage traditional transportation stakeholders, including:

% Transportation Agencies (e.g., Federal, State, County, City)

2 Local Government Agencies
%5 Public Transit Agencies

% Toll Authorities

%5 Regional Planning Agencies

%5 Regiona Transportation Planning Agencies (RTPAS)

%5 Metropolitan Planning Organizations (MPOs)

%5 Councils of Governments (COGS)

Best Practices of Rural and Statewide | TS Strategic Planning Page 1-3




1. Introduction

In addition to these more traditional stakeholders, successful planning and deployment of ITS
should also engage stakeholders not traditionally involved in the transportation planning process,
including:

£ Emergency Medica Community

%< Public Safety and Law Enforcement Agencies
% Fire and Rescue Groups

% National Parks

%5 Business and Industry Groups

%< |nformation Service Providers (1SPs)

£ Communications Carriers

% Tourism Bureaus

%< Weather Services

%5 Other Government Agencies and Departments

Their participation in the ITS planning process should not be overlooked due to the unique
perspectives and opportunities that they can bring to the table.

Best Practices of Rural and Statewide I TS Strategic Planning Page 1-4



2. Methodology

2. METHODOLOGY

PROJECT APPROACH

The principal method for collecting data for this document was through telephone interviews
with the project managers for each ITS strategic planning effort. Additionally, an in-depth
review of relevant plans, studies, and deliverables was cond ucted.

The following activities were performed to develop the document:

% |dentified candidate I TS strategic plans for analysis
%5 Prepared case study templates

%< Prepared survey form templates

%5 Conducted document reviews

%5 Conducted telephone interviews

%5 Developed case study and survey form summaries
%5 Prepared |essons learned document

CASE STUDIES

In order to collect appropriate lessons learned, 12 in-depth Case Studies were conducted. The
states and regions investigated were selected based on their completion status (preferably 100%),
the ability to obtain in-depth information on the strategic plan, and broad geographic
representation. The 12 areas selected for case studies are shown in Exhibit 2.1:

| Case Study Location | Scope of Plan ‘

Arizona Statewide

Central Coast (California) Regional 5 Counties
California-Oregon Advanced Transportation Study (COATS) Regional 2 states and 8 counties
Colorado Statewide

Kansas Statewide

Minnesota Guidestar Statewide

Montana Statewide

Nebraska Statewide

New Mexico Statewide

New York Statewide

Oregon Statewide

VENTURE Washington Statewide

Exhibit 2.1 — Case Study L ocation and Scope of Plan

Exhibit 2.2 shows the list of data or information collected for each case study. Appendix A
contains the compl ete case studies, and Appendix C contains a matrix that summarized the
results of both the case studies and survey forms.

Best Practices of Rural and Statewide I TS Strategic Planning Page 2-1



2. Methodology

Goals
2?2 What were the plan’'s goals and objectives?
2?2 What were the stakeholders trying to accomplish?
Approach
2?2 What was the rationale behind the devel opment of the plan?
2?2 What was the organizatioral approach or decisionmaking structure used to develop
the plan?
2?2 What was the technical approach or scope-of-work undertaken to develop the plan?
2?2 What agencies, firms, or interests were involved in developing the plan?
Contents
What were the key ITS projects or activities identified in the plan?
What architecture issues were addressed?
What deliverables were part of the planning activity?
What were the organizational issues faced in developing a plan?
Did the plan include any outreach, marketing, or education activities in order to
promote I TS awareness and acceptance?
Did the plan identify any potential funding opportunities or sources that could be usec
to deploy identified ITS Projects?
Current Status
2?2 What is the current status of the plan?
2?2 What is the status of mainstreaming ITS Projects into the transportation planning
process?
2?2 Were operations and maintenance (O& M) considerations taken into account?
Future Activities Planned
2? Have any additional activities been identified to advance the plan’s utility?
2?2 What is the deployment status of ITS projects identified in the plan?
Cost Information
2?2 What was the public agency level of effort to develop the plan?
2?2 What was the dollar value of the plan’s consultant contract? (if applicable)
Benefits
2?2 What were the benefits realized by the state and region by devel oping the plan?
L essons L earned
2?2 What lessons did the agencies or firms who developed the plan learn?
References & Contacts
22 What plan documents were reviewed?
2?2 Who is the primary agency contact for further information on the plan?
?? Isthere an Internet web-site address to obtain more information about the Plan?

T, T .

3

Exhibit 2.2 — Information Collected for Each Case Study

Best Practices of Rural and Statewide I TS Strategic Planning Page 2-2




2. Methodology

SURVEY FORMS

To supplement the Case Study information for developing the planning guidance, 18 survey
forms were prepared and delivered to sites based on geographic representation, the availability of
information about the site's strategic plan, and the plan’s completion status (preferably at least
50% complete). A lit of questions included in each survey form is shown on Exhibit 2.4. The 18
regions or states that completed survey forms are shown in Exhibit 2.2:

Survey Location | Scope of Plan
Alaska Statewide
Arkansas Statewide
Tahoe Gateway Counties (California) Regional 4 Counties
Tahoe Basin (California & Nevada) Regional 2 states 5 counties
Sierra Nevada (California) Regional 9 Counties
lllinois Statewide
Idaho Statewide
lowa Statewide
Maryland Statewide
Michigan Statewide
Missouri Statewide
I-80/US 395 Corridor (Nevada) Regional Statelines (California to Utah)
South Dakota Statewide
Tennessee Statewide
Vermont Statewide
Virginia Statewide
Wisconsin DOT District 1 Regional 10 Counties
Wyoming Statewide

Exhibit 2.3 - List of Regionsor States That Were Surveyed

Best Practices of Rural and Statewide I TS Strategic Planning Page 2-3



2. Methodology

Contact I nformation

2?2 Who are the primary agency contacts for further information on the plan?
?? Isthere an Internet web-site address to obtain more information about the Plan?

Participating Stakeholders
2?2 What specific public agencies, private sector firms, or academic institutions were
involved in developing the plan?
Plan Duration

2? How long did it take to develop the plan?
?? What were the project start and end dates?

Agency L evel-of-Effort
?? What was the public agency level-of-effort to develop the plan?
Consultant Support

?? Was consultant support used to develop the plan?
?? What was the dollar value of the consultant contract?

Plan Driving Force
?? What was the rationale behind the development of the Plan?
Goals & Objectives

?? What were the plan's goal's and objectives?
?? What were the stakeholders trying to accomplish?

Plan Highlights

?? Were any elements or features of the plan emphasized?
NeedsDeter mination

?? How were the agency’ s needs, opportunities, and challenges determined?
ITS Architecture Consider ations

?? Wasaregiona ITS architecture devel oped?
2?2 What were the architecture issues encountered?
2? What architecture deliverables were devel oped?

Funding
?? Did the plan identify any potential funding opportunities or sources that could be

used to deploy identified ITS Projects?
?? What is the status of implementing I TS Projects through these funding sources?

Operations and Maintenance (O& M) Consider ations

7?2 Have O& M considerations been taken into account?
72 How were O&M concerns determined?

Costs & Benefits

7?2 How were ITS costs calculated?
7?2 How were benefits associated with ITS identified?

Exhibit 2.4 —List of Questions Included in Each Survey
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2. Methodology

L essons L ear ned
?? What were the benefits realized by the state and region by developing the plan?
?? What were the lessons learned by the agencies and firms who devel oped the plan?
Current Status

?? What is the current status of the plan?

7?2 What is the status of "mainstreaming” any I TS projects into the transportation
planning process?

?? Have any additional activities been identified to advance the plan's utility?

?? What is the status of deploying ITS projects identified in the plan?

Exhibit 2.4 — List of Questions Included in Each Survey (Continued)
PREPARE BEST PRACTICESDOCUMENT

The case studies and survey forms served as the primary sources of information for developing
the best practices document. Additional information was obtained by reviewing each strategic
plan, and then following-up with telephone interviews of the key plan developers. Case studies
were developed based on reviewing the plans and interviewing and incorporating the compl eted
survey forms. In order to ensure that contents were accurate, the completed case studies were
sent back to the respective agency contact for review.
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3. ITSSrategic Planning Process

3. ITSSTRATEGIC PLANNING PROCESS

INTRODUCTION

This section describes what an ITS strategic plan is and identifies some "typical” steps to follow
to develop one. In addition, this section discusses the need for coordination of the ITS strategic
planning process with the development of aregional TS architecture.

WHAT ISANITSSTRATEGIC PLAN?

The strategic plan is a road map on how to implement a system of technology-based strategies
over aperiod of time. It provides a starting point for bringing I TS projects and systems together
into an integrated plan.

An ITS strategic plan (or assessment) for a state, metropolitan area, region, or rural environment
isajoint effort by involved agencies/stakeholders to develop a framework for ITS deployment in
the region that makes the most of ITS opportunities to address regional transportation needs.

This framework primarily addresses the institutional and operational elements needed for ITS to
function as an effective, integral part of the statewide or regional transportation system. A

strategic plan usualy resultsin the identification of a set of ITS elements to be implemented over
time. It is amed at achieving specific transportation goals and addressing needs, and is
coordinated with a variety of other planning activities, both locally and regionally.

It is expected that ITS systems and technologies will be increasingly incorporated into the
transportation infrastructure over a period of time. Therefore, the strategic plan’s importance
grows as it becomes the framework to assure that al the pieces will ultimately fit together, not
only with each other, but with other potential transportation improvements.

There are severa important points to remember when considering whether or not to develop an
ITS strategic plan

% Thereis no single “right” approach

25 An I TS strategic plan may need to be updated over time as conditions change

%5 Strategic planning is most effective when undertaken as an integral part of the
metropolitan or statewide transportation planning processes.

CHARACTERISTICSOF AN EFFECTIVE ITSPLANNING PROCESS

The development of an ITS strategic plan should Dllow a structured process to ensure proper
coverage of relevant transportation issues, permit key input from transportation stakeholders
within the region, and identify cost-effective and integrated solutions that can evolve as the state-
of-the-art progresses. Exhibit 3.1 illustrates a typical process that has been used in previous
efforts to develop ITS strategic plans in a number of metropolitan areas and states. In addition,
most of the case studies in Appendix A also contain diagrams that depict the study process used
to develop an ITS strategic plan. Please note that all of these approaches are depicted to serve as
examples, not mandates.
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As seen in Exhibit 3.1, the planning process moves from an identification of needs or objectives
to the development of an implementation plan for inclusion in the regional transportation plan or
Transportation Improvement Plan (TIP). Within the planning process, there are a number of
steps (or tasks) to perform to ensure that a thorough, strategic assessment is corducted.
Regardless of the exact steps taken, there are basically two main phases common within every
planning process:

## Phase 1 - I TS Concept Definition. This phase examines the individual ITS elements that
should be included in an area’s regional framework for an integrated ITS. It includes
visionary, top-down planning, as well as bottom-up identification of potential solutions
that address specific problems.

z#Phase 2 - ITS Framework Development and Implementation Plan. This phase
identifies how the individual ITS elements fit and work together. It results in a set of
implementable ITS projects and programs that are coordinated with nonITS strategies,
and suggests the institutional responsibilities for implementation.

Please note that there is no single right approach to develop an ITS strategic plan and that
strategic assessment need not delay the implementation of important ITS projects for which
funding is available. The steps and phases are not intended to be followed in rigid fashion, but
rather 0 indicate a genera approach or structure. Agencies should feel free to elaborate upon
the steps presented so that the ITS strategic plan responds to local conditions and needs.

To gain more specific insights on the steps taken by other states and regionsto develop their ITSstrategic
plans, please refer to each case study's " Approach” section (Appendix A). A broader interpretation of
these stepsis summarized for each Survey Form and can be found in Question #'s 7-14 (Appendix B).

WHAT ISA REGIONAL ITSARCHITECTURE?

A regional ITS architecture guides the development of ITS projects and programs and is
consistent with ITS strategies and projects contained in applicable transportation plans and ITS
strategic plans. It fundamentally describes system elements, their relationship to one another, and
how the ITS projects in the Strategic Plan will work together in a coordinated manner. The
regional ITS architecture ensures institutional agreement and technical integration for the
implementation of ITS projects or groups of projects. It is on a scale commensurate with the
scope of ITS investment in the Region and includes the following at a minimum:

%5 Description of the region

% |dentification of participating agencies and other stakeholders

% |dentification of ITS projects and systems to be implemented

£ An operational concept that identifies agency roles and responsibilities in the operation
and implementation of the identified ITS projects and systems

&5 Agency agreements required for the operations and maintenance of the ITS projects
identified

%5 System functional requirements

%< | nterface requirements and information exchanges with planned and existing systems

% |dentification of ITS standards to be used for supporting Regional and National
interoperability

%5 The sequence of I TS projects required for implementation
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Regional
Goals/Objectives

Regional
Problems

Regional
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Planned
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Problems/Existing Develop Stakeholder
System ITS Vision Involvement

Identify/Screen Market Packages

Phase 1
ITS Concept Plan
Identify Desired Functional
Capabilities & Potential Projects
-
Define ITS Regional Framework,
Including Architecture

Phase 2

Define Operational &
Implementation Strategies

: Regional

{ Regional ITS ) > i
1 Transportation

Implementation Program Plan/TIP

Exhibit 3.1 — Planning Process Frequently Used for ITS Strategic Plans
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WHY DEVELOP A REGIONAL ITSARCHITECTURE?

In April 2001, Part 940 of Title 23 of the Code of Federal Regulations became effective. This
rule/policy was issued in order to implement Section 5206(e) of TEA-21, which requires that ITS
projects funded by the Highway Trust Fund and the Mass Transit Account conform to the
national ITS architecture, as well as to U.S. DOT adopted standards. Conformarnce with the
national ITS architecture is interpreted to mean the use of the national ITS architecture in
developing a regional ITS architecture, and the subsequent adherence of all ITS projects to that
regional ITS architecture. Development of the regional ITS architecture should be consistent
with the transportation planning process for statewide and metropolitan transportation planning
and with any existing or planned I TS strategic planning efforts.

HOW TO DEVELOP A REGIONAL ITSARCHITECTURE

The U.S. DOT has developed a "Regional ITS Architecture Guidance Document” (available as
publication number FHWA-OP-02-024)° to assist stakeholders in developing, using, and
maintaining an ITS architecture for their region. The agencies and other stakeholders
participating in the development of the regional ITS architecture should develop and implement
procedures and responsibilities for maintaining the regional ITS architecture as needs evolve in
the Region. A regiona ITS architecture is critical to the success of the regional ITS strategic
plan because the architecture is the framework within which the system carries out the functions
to support the system objectives.

For further information on how other ITS strategic plans led to regional 1 TSarchitectures, please
refer to each case study's " Architecture Issues’ section (Appendix A) and the summary of the survey

question #10 (Appendix B).

2 This document may be obtained on-line through the ITS Electronic Document Library (#13598), available through
http://www.its.dot.gov
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4. GOALS & OBJECTIVES

INTRODUCTION

This section presents reasons why a strategic planning process should be undertaken as well as
the factors that contribute to its eventual development. In addition, this section discusses desired
end-results of the strategic planning effort as well as national 1TS goals that should be considered
at the outset of an ITS strategic plan.

REASONS FOR CONDUCTING AN ITSSTRATEGIC PLAN

There are severa reasons why a state or region may find it advantageous to conduct an ITS
strategic plan. These generaly fall into one of the five categories described below:

Focusa Number of Disparate I TS Initiatives or Transportation Plans

One of the most compelling reasons to develop an ITS strategic plan is to combine or coordinate
a number of individual ITS planning efforts within a region or state. This type of coordination
promotes cost-efficiencies throughout the entire system life-cycle (e.g., planning, design,
implementation, construction, O&M, management, etc.), added functionality realized through
integrated and coordinated ITS systems, economies of scale through coordinated procurement,
and improved agency cooperation.

I mprove Coordination of Transportation Operations

An ITS strategic plan can also be the catalyst for promoting greater consideration of systems
management and operations as a part of a state or region's overall approach to addressing their
existing and anticipated transportation needs. The ITS strategic plan can often provide the
mechanism for bringing stakeholders together to address transportation operations and
management issues that may affect multiple agencies or organizations. Then, the ITS strategic
plan can be used to "jump-start” ITS deployments for a broad cross section of organizations in
states or rural regions.

Meet the Regional Architecture Requirements of the DOT Policy

Another reason why a state or region may find it advantageous to develop an ITS strategic plan
is to establish conformance with the Nationa ITS Architecture. While the national ITS
architecture is extremely useful for several reasons (as discussed in Section 3), primary among
these are that it determines agency funding eligibility, promotes system integration for improved
functionality, and assures consistent use of standards.®

3 The DOT policy can be accessed through the Code of Federal Regulations online at
http://www.access.gpo.gov/nara/cfr/waisidx_01/23cfro40_01.html
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Prioritize or Select Specific Projectsfor Inclusion in State Transportation Plans

With the limited availability of funds, priority needs for specific ITS projects and programs can
be defined within the framework of the region's overal transportation program in state or
metropolitan transportation plans. However, these plans may not include the level of detail
needed to ensure cost-effective implementation and coordinated I TS operations. In such cases,
the ITS strategic plan represents the kind of specific ITS planning effort that will provide the
requisite level of detail.

Support Special Eventsor Major Construction Projects

In some instances, ontgoing or planned construction activities (e.g., roadway widening, re-
surfacing, etc.) or special events such as the Olympics have become the driving force to deploy
ITS elements or conduct I TS strategic planning.

To gain more specific insights as to why particular I TS strategic plans were undertaken, please refer
to each case study's " Approach” section (Appendix A) and each Survey Form's Question #6 (Appendix
B).

WHY UPDATE AN EXISTING ITSSTRATEGIC PLAN?

There are many reasons why a State or Region may find it advantageous to update an existing
ITS strategic plan. These include:

22 Origina ITS strategic plan may not have considered al modes of transportationor
geographic areas in the region

?? Origina ITS strategic assessment may have been more focused on a specific project than
an overall regional plan or approach

2? The national ITS architecture (and corresponding Turbo Architecture software), which
may not have been readily available at the time of the original ITS strategic assessment,
can be used to guide development of a structured regional framework for ITS
implementation

2? Theingtitutional structure may have changed or new players may now be interested in
ITS

2? The diminishing costs of and new advancesin ITS technology may have created new
opportunities for ITS that were not previously available

?? Transportation needs in the region may have changed, additional needs identified, or
priorities re-evaluated

27 Further need to strategize and articulate the ITS program's goals and objectives in support

of upcoming ITS business plans or budget appropriations

Original ITS system capabilities need to be expanded, modified, or enhanced

Geographic expansion of an ITS system may be needed (e.g., deployment of roadway

surveillance systems on additional roadways to increase coverage density).

NN
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5. STAKEHOLDER PARTICIPATION

INTRODUCTION

This section presents the outreach efforts used to identify and involve all traditional and non
traditional stakeholders in the ITS strategic planning effort. In addition, representative
organizational structures are discussed, decisionmaking processes presented, and consensus
building approaches identified.

ORGANIZATION, COORDINATION, AND MANAGEMENT
Defining an Organizational Structure

One of the most important aspects of conducting ITS strategic planning is to organize the
stakeholders so that everyone knows their roles, responsibilities, and what's expected from their
agency's participation. An ITS strategic plan can be initiated by any agency involved in
transportation or implementation; the effort does not aways have to be led by a state DOT
(although most efforts have been in the past). Regardless of who is the lead agency, interested
stakeholders should be actively engaged in a process of education and training related to the
implementation of ITS, highlighting potential system functions and benefits. Each stakeholder
can then become more actively involved in the planning, design, and implementation of the
strategic plan. Then, stakeholders become more informed decision makers of ITS and better
understand what ITS can do for them and their region.

At this early stage of the ITS Program, it isimportant to develop a decision-making structure and
agency review and approval process to proactively manage the strategic planning effort. The
primary decision- making authority (or oversight group) is commonly referred to as the steering
committee. In addition, sub-committees or advisory councils that address specific functional
areas such as transit, Commercial Vehicle Operations (CVO), architecture, traffic management,
technology, funding) or that represent particular geographic interests should also be established.

It is important to involve regiona FHWA and/or FTA staff because of their experience in
mainstreaming the ITS strategic planning process across the country, their knowledge of the
region, and their role in determining conformance with the regional ITS architecture. FHWA
and/or FTA participation as an actual member of the Steering Committee is recommended.

Consensus Building and Sustainment

Just embarking on an ITS strategic planning effort is quite an accomplishment, but even more
important is an agency's sustained participation in he regional ITS program. One way to
establish this coordinated involvement isto get all of the stakeholders to agree up-front that they
will al focus on the needs of the state or region versus the desires of their individual agency or
department. Then, stakeholders should all explore interagency cooperation and cross-boundary
operationa needs, identify critical areas of operation and potential conflict, and define the roles
and relationships between and within agencies, especially for on-going O& M of the regiona ITS
program. In addition, they should review contracts, legidation, and regulations as they relate to
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ITS in order to identify legal and policy barriers to deployment and develop implementation and
operational guidance tools so that Agencies/staff know what is expected of them.

SUCCESSFUL TACTICS FOR GENERATING STAKEHOLDER PARTICIPATION
Participation

Methods to obtain and maintain stakeholder interest and commitment in the ITS strategic plan
can be a chalenging undertaking. Successful ITS deployment requires not only effective
technology, but also the often elusive and challenging institutional, policy, and financia
foundations critical to implementing that technology. Therefore, it is important to identify,
develop, and cultivate relationships among a wide range of stakeholders since the regional and
statewide planning process requires participation from many state and local agencies.
Stakeholders should include the following at a minimum:

5 Agency support staff (e.g., telecommunications, information technology, contracts, etc.)

%5 Metropolitan and regional planning agencies

s Other non-traditional groups (e.g., tourism boards, National Park Service, emergency
responders, etc.)

%< Private sector interests (e.g., casinos, communications firms, ski resorts, etc.).

Participation should also include relatively high-level management of each involved agency so
that broader program impacts to the agency will be fully understood and to facilitate internal
support throughout the organization. In addition, it is critical to have at least one representative
from each agency represented on the steering committee attend every stakeholder meeting.
Participation of a diverse mix of stakeholders is critical to getting a well-rounded assessment of
regional needs and showing that agencies are committed to addressing those issues and
promoting the ITS program.

Maintain Participation

Managing agency and stakeholder priorities and expectations is critical to the success of the ITS
strategic planning effort. In addition, the ITS strategic plan should craft the agreements and
partnerships that will sustain ITS implementation. Maintaining stakeholder participation beyond
the conclusion of the ITS strategic planning can be better assured through continued meetings of
the steering committees and by joint participation of agencies and organizations in the resulting
deployment activities. This works best when the “right” people, that is the people who need
successful deployment of ITS, serve on the steering committee and work groups. Broad,
regional buy-in to ITS initiatives can be assured by establishing regional teams on a geographic
basis. Rotating steering committee meeting locations throughout the study area can also be
beneficial in ensuring that the project is not focused on just part of the region and is also not
perceived as such.

Stakeholder Interest

The planning will be more successful when stakeholders understand what ITS is and what it can
do for them. This can be accomplished by providing short seminars regarding ITS applications.
Planning is also more successful when stakeholders focus their efforts on those areas such as
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articulating transportation needs and defining ITS projects, rather than focusing on architecture
development or the planning process, which many be better addressed by others. Stakeholder
interest is also stronger (and thus, the planning effort more successful) when potential 1TS
projects are identified early in the planning process. “Early Winners’ maintain agency and other
stakeholders' interest and provide a stronger vision of potential accomplishment.

ITS Champions

Lessons learned on similar ITS Strategic planning efforts throughout the country have shown
that the single most important factor in the successful implementation of ITS projects in rura
areas is identifying ITS project "champions'. Finding, developing, and maintaining ITS
champions in each agency can make them even more committed to the success of the Regional
ITS Program since their staff is actually leading the planning, design, and/or implementation
efforts.

Public-Private Relationships

Private sector participation (e.g., casinos, ski resorts, lodging associations, chambers of
commerce, etc.) in the ITS planning process is important for a number of reasons. Private sector
businesses such as resorts, for example, have a solid understanding of traveler characteristics and
travel patterns that would facilitate development of ITS applications.

This participation can be encouraged by demonstrating that potential ITS solutions promote
economic vitality that supports the private sector. Stakeholder commitment can also be
maintained by interacting with private and public sector stakeholder groups by attending their
meetings to discuss ITS and obtain their input and feedback. It is important to recognize the
learning curve that might be associated with nontraditional contractua arrangements (such as a
public-private partnership) and to learn to work with private sector interests as partners rather
than as clients.

New Roles & Responsibilities

Since ITS applications can directly affect agency operations and staffing needs, the ability to
support these operations is a key consideration of ITS feasibility and acceptability. Therefore,
agencies will need to assess their current staffing capabilities and determine if additional staffing
or training is required to support the regional TS program. One new responsibility, for example,
is that Metropolitan Planning Organizations or Regional Transportation Planning Agencies often
become responsible for updating the Regional ITS Architecture and for ensuring conformance
when additional ITS projects are implemented.
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State DOT Role

It isimportant that all organizations within the state DOT (e.g., regions, operations, maintenance,
etc.) areinvolved in the rura ITS planning process to ensure that support at all levelsis obtained
for ITS. This support can best be garnered through inclusion of relevant state DOT organizations
in the process at the earliest point possible.  One state DOT reports it learned that it may not
always be the lead agency in designing and deploying ITS projects while another noted the need
for an ITS coordinator in each of their regions to serve as a resource within the region and a
point-of-contact to other staketolders.

To gain more specific insights on organizational structure and consensus building approaches found
in other ITSSrategic Plans, pleaserefer to each case study's " Approach” and " Organizational

Issues' sections (Appendix A).
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6. OUTREACH, EDUCATION, & MARKETING ACTIVITIES

INTRODUCTION

Section 6 presents various educational, marketing, and outreach activities that can be used to
inform stakeholders of the concepts of what ITSisand how ITS can help. In addition, tools that
can be used to keep stakeholders up-to-date about ITS and ideas that can help sell the strategic
plan to stakeholders ranging from elected officials to community residents are also discussed.

BEST PRACTICES
Educational Workshops

To better manage agency and stakeholder expectations of ITS, the ITS strategic planning process
should include a haf-day educational workshop that describes ITS, the functionality ITS
applications can provide, and potential benefits and costs of ITS. In addition, half-day
workshops that describe the national ITS architecture, its components, and the regiona ITS
architecture development process, conducted in a step-by-step graphical manner and in layman's
terms, can provide knowledge to stakeholders to allow them to more effectively participate in the
planning process.

Outreach Materials

The ITS strategic planning process should also develop outreach materials based on an accurate
gauge of stakeholder understanding of ITS so that the right stakeholders are provided the right
information at the right time. The region should make full use of the FHWA's ITS resources
(e.g., the PCB program, the regiona ITS architecture guidance document, the Rural ITS
Toolbox, etc.). In addition, the region could create ITS newsletters, fact sheets, brochures,
videos, and other materials to keep stakeholders informed and up-to-date on project activities.
Another useful tool for outreach is a site-specific, frequently updated, and content-rich web site
that provides relevant information regarding the project.

Obtain Regional I nput

Input from stakeholders across the region is needed to ensure that:

?? Planners obtain a complete understanding of issues affecting I TS project selection.
?? Planners obtain buy-in from as many stakeholders as possible.

Conduct interviews or workshops with key stakeholders to allow them the opportunity to express
their opinions and viewpoints on the ITS strategic planning effort. These meetings are most
effective if they take place across the region for fullest participation. Contacting potential
attendees in advance of the workshop ensures that the most appropriate people can attend.
Meaningful materials (e.g., an agenda, a set of questions that will be addressed at the meeting, an
ITS newdletter, fact sheets, etc.) should also be distributed in advance so that stakeholders are
better prepared for valuable participation. Using survey forms to solicit input can be useful for
collecting input from stakeholders who cannot attend.
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At these meetings, encourage open discussion and brainstorming so that all stakeholders have the
opportunity to present their ideas and opinions. It is useful to have a knowledgeable facilitator
lead the meeting to ensure that the meeting is interactive and progresses at an appropriate pace,
that all stakeholders may participate and no one dominates, and that the meeting remains
focused. It is useful to visibly record key discussion items on flip charts or white boards and
have a scribe type notes directly into a computer.

Learning About ITS

The ITS srategic planning process should include scanning tours, or visits, to other ITS
deployment sites to gain first-hand insight on system functionality, O&M concerns, funding
mechanisms, etc. In some instances, the FHWA or the FTA can provide funding for these tours.
In addition, there are a number of ITS conferences (e.g., the Rural Advanced Technology and
Trangportation Systems Conference, ITS Americas annual meeting, Regiona ITS Chapter
meetings, the ITS World Congress, ITE annual meetings, and local ITE district meetings) that
are useful for exchanging information and learning of the latest developments in the ITS
industry. At a regional level, Stakeholders should strive to get ITS listed as a regularly
scheduled agenda item at local Board/Commission meetings.

To gain more specific insights on the educational, marketing, and outreach activities and materialsin
other ITSstrategic plans, please refer to each case study’ s “Outreach, Marketing, and Education
Activities” section (Appendix A).
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7. FUNDING OPPORTUNITIES & SOURCES

INTRODUCTION

Implementation of an ITS program for a state or region will require adequate funding to achieve
the desired goals of most stakeholders. Funding is required to implement the system as well as
to operate and maintain the system over time, and to upgrade the system as technology
capabilities and system needs evolve. In this section, “mainstreaming” ITS into the traditional
transportation planning process is presented, funding opportunities and sources are discussed,
and the potential for private sector financing is investigated.

MAINSTREAMING ITS

ITS can be viewed as an integrated element of other transportation programs, and thus, ITS
funding can be approached as a part of the funding of an entire package of improvements. For
example, ITS projects or elements could be incorporated as part of maor construction,
operations, or maintenance activities (e.g., capacity expansion, new roadway construction, lane
widening, re-surfacing, HOV lane addition, or re-construction). For example it is logical to
deploy variable messages in conjunction with adding HOV lanes; to deploy camera systems as
part of new highway construction; or to implement a GPS tracking system when upgrading
maintenance or transit vehicles. In these cases, ITS funding might be a relatively small part of
the total funding package.

Alternatively, ITS can be treated as a separate set of implementations with separate funding. In
this case, ITS is often viewed to be in competition for funding against other projects, and
obtaining funding tends to become part of an advocacy process. It is not the intent of this
lessons learned document to advocate either approach, since either can be effective and
successful. The intent of this document is to provide information that will assist agencies to
explore and pursue funds for ITS either as an integrated part of other funding or as stand-alone
funding for individual 1 TS projects.

For further information on the extent to which | TS strategic plans mainstreamed their ITS Projects tc
be included as part of the traditional transportation planning process, please refer to each case
study's " Funding Opportunities and Sources’ and "Mainstreaming I TS' sections (Appendix A) and

survey resultsfor questions 11 and 12 (Appendix B).

POTENTIAL FEDERAL FUNDING SOURCES

The following funding sources from the &deral government are available to assist with the
funding of ITS Programs:

%5 National Highway System (NHS) funds

%< Surface Transportation Program (STP) funds

%5 Congestion Mitigation and Air Quality (CMAQ) funds
% Federa Transit Funds

%< | nterstate maintenance funds

% |nterstate discretionary funds
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225 U.S. DOT safety initiatives (e.g., 511 and Mayday)

#U.S. DOT Research and Specia Programs Administration (RSPA) University
Transportation Centers program

%5 Federal Emergency Management Agency (FEMA) funds

%5 Highway Bridge Replacement and Rehabilitation Program funds

%5 Scenic Byways Program funds

For specific information on how other ITS Srategic Plans identified funding opportunities and
sources, please refer to each case study's " Funding Opportunities and Sources' section (Appendix A)

and survey questions 11 and 12 (Appendix B).

PRIVATE FUNDING POTENTIAL

A relatively new and growing funding source is based on public/private partnerships. Thisisthe
situation in which the private entity provides I TS services and/or system elements, but instead of
direct reimbursement from a public agency, some or all of the private entity's costs are recouped
by sdling ITS-based services to other private entities including end users. For example the
private entity could collect a user fee each time a customer receives a service such as a
customized road report by email, or special consideration at toll booths. Or, the private entity
could charge for advertisements included as part of the phone message when a user makes a
phone call for a specialized weather report. A public/private partnership offers the possible
advantage of public cost reduction, and it offers the public agency the opportunity to capitalize
on the private sector's market orientation, which could be helpful n initialy “sdling” the ITS
service to the public.

Typical Areasfor Public/Private Partner ships

% Private agency marketing and sales of in-vehicle and portable devices to provide real-
time traveler information and routing

%5 A government agency provides access to highway right-of-way (ROW) to a private firm,
which in return install and maintains a communications network (such as a fiber line) that
the government agency uses for reduced cost. The private communication firm recoups
the cost of deploying the communication system by using it to provide communications
services to other users (e.g., other private entities) and charging for this service.*

%5 Private entity collection, marketing, and sale of rea-time traveler information supported
by advertising (e.g., the Weather channe!).

* Refer to http://www.its.dot.gov/tcomm/tcomm.htm for more information on I TS telecommunications
resource sharing
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Basic Principlesin Developing Public/Private Partner ships

#5 Assist the private sector in areas of I TS that are profitable business ventures

25 Be willing to take calculated risks but address these in the structure of the arrangements
made for a particular ITS Project

2 Be willing to alter the traditional role or make legidlative changes related to procedures
for interaction of state, MPO, Rural Transportation Planning Authority (RTPA), and local
governments

% Provide an atmosphere of stability and establish long-term commitments to engender the
confidence of the private partners

z# Devise balanced mechanisms (eg., legal agreements and cost-/profit-sharing
arrangements) that protect both parties but do not squelch the opportunity

2 Be willing to give up responsibilities where there are opportunities for privatization.

% Leave room for competition

For further information on how other I TS Srategic Plans identified funding opportunities and
sources, please refer to each case study's " Funding Opportunities and sources' section (Appendix A)
and survey questions 11 and 12 (Appendix B).
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8. OPERATIONS, MAINTENANCE, & MANAGEMENT CONSIDERATIONS

INTRODUCTION

Successful ITS implementations include more than initial hardware and software installation.
There is aso on-going operations and maintenance (O& M), including costs and responsibilities.
O&M requires an adequate staff of available and well-trained system operators and maintenance
personnel, up-to-date documentation on al system components, an adequate budget for spare
parts and expendables, and along-term commitment on the part of the transportation agencies to
utilize the system to its full potential. It should be noted that the size and low population density
in many rura regiors might make many ITS solutions a challenge to operate and maintain.

In this section we discuss a number of O& M issues that need to be addressed in the ITS planning
process and how they are typically addressed. Areas of emphasis include examining when and
how O&M issues are considered in the planning process, how agency and staff O&M
capabilities feed into ITS decisions, and O&M costs.

EARLY CONSIDERATION OF O&M

The operation and maintenance of an ITS system must be considered in the planning and
implementation process. Most strategic planning activities do not go far enough in addressing
ITSO&M. Examining the strategies for operation of a system in detail will ensure that there are
not gaps in the O&M plan and will help to ensure there are not overlapping, unnecessary, or
unproductive O&M activities. This planning will help in reducing costs and will help to protect
the initial investment.

It is recommended that O&M staff participate in the planning process so that the ITS Strategic
plan can continue to obtain O&M input throughout the planning process in order to continually
assess agency roles and activities. An O&M section is an important section of an ITS strategic
plan. This section would detail which agencies will be responsible for specific areas of ITS
implementation, operations, and maintenance.

AGENCY CAPABILITIES AND RELATED COSTS

Providing qualified personnel and staff with available equipment to operate and maintain the ITS
system is essential. Within each region, the O&M requirements for the planned systems must
match the availability of proper personnel, equipment, and budget resources for O&M.  The
Region could out-source O&M contracts to other agencies or private sector firms as an
alternative to providing its own staff.

If the region performs its own O&M it should have training programs for staff on operations,
maintenance, and management issues to ensure that the necessary skills are available and that
continued professional capacity development is made available because of the changing nature of
I TS technologies.
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O&M RESPONSIBILITIES

Stakeholders should plan and identify which departments within their organizations will be
responsible for operation and maintenance of ITS systems and components within the covered
region. These departments should be notified of and trained for their future responsibilities so
that funding and personnel needs can be properly budgeted.

O&M COSTS

Stakeholders should discuss O& M issues and costs with other agencies who have deployed
smilar systems, and with personnel within their own organizations who currently maintain
similar components. It may be found for example, that replacing components (for example,
LEDs) on a pre-determined schedule is cheaper and/or more efficient than replacing them as they
break.

OTHER COSTS

Especially for operations, stakeholders should consider what supporting staff, hardware and
software is needed to run the planned systems. For example, it may be found that multiple
systems can be more efficiently operated from a central location by a dedicated staff. Itisalso
very important to plan and budget for proper system integration, both within a system’s various
components, and between multiple systems. Communications issues can be a problem and
should be given considerationearly in the strategic planning period.

Stakeholders should also consider and identify any special tools/equipment and training
necessary to properly operate, maintain and repair their planned deployments.

The high-level structure (components covered and length of coverage period) of system and
component warranties should also be considered during strategic planning.
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9. COSTS

INTRODUCTION

This section presents representative costs of undertaking an ITS strategic planning effort. These
costs come from two areas. the costs of the public sector’s efforts and the costs for contracting
with the private sector. This section discusses both. In addition, this section discusses
representative costs associated with each step of an ITS strategic planning effort (as outlined in
Section 3). Note that all costs are representative values, based on an amalgamation of what other
agencies have found, and do not indicate the actual costs that your agency or region may incur.
Too much variance between regions (e.g., the type and number of stakeholders involved, the
level of detail desired for the effort, the type and number of deliverables, the size of geographic
region covered, and the extent of outreach required) precludes direct correlation.

This section does not present cost information on the design, development, procurement,
installation, or O&M for individual ITS projects that may be identified during the planning
effort. The reader is asked to contact agencies who have deployed similar ITS applications for
this cost information.

STRATEGIC PLAN COST/LEVEL-OF-EFFORT

Exhibit 9.1 summarizes the costs and levels of effort incurred to complete the ITS strategic
planning effort for each region for which we analyzed a case study or survey form. Information
isprovided for both the public sector level of effort and the private sector contract value.

For more detailed information refer to the "Cost" section of each case study (Appendix A) and questions
4 and 5 of each survey form (Appendix B).

Public Sector Price for
Strategic Plan Cost Private Comments
(staff hrs/mo.) Sector
($)
Arizona N/A N/A
Central Coast (CA) 20 $370,000
COATS (CA and OR) As lead agency, Caltrans has higher time
Caltrans staff 100-120 $314,200 | Commitment
Oregon DOT staff 80 Private sector costs derived f