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|. INTRODUCTION

Over the past fifteen or so years, the Departmérftransportation has undertaken an
important initiative in bringing the transportatiomdustry into the modern age, while also
addressing increasingly complex issues of growdhgestion, safety and a multitude of
other problems. This initiative, originally calléctelligent Transportation Systems (ITS)
and now known as Transportation Systems ManagearehOperations (TSM&O), has

been difficult to implement at the many diverseelevof the transportation industry. In
response to the stated need for a more strategioagh by the National Transportation
Operations Coalition, a series of research aawitvas performed to provide sufficient
information upon which to base a comprehensivatesgic marketing plan designed to
stimulate greater adoption of TSM&O. The underyobjective of the plan is to bring a
strategic marketing orientation and planning perspe to the TSM&O products and

services that respond to the diverse needs of $&rsuand constituents in the

transportation industry.

Spanning a nine month period, lllumination LLC cootkd research projects that
included focus groups, individual interviews andnational survey, all designed to
understand the needs and challenges of natiomgbn@, and local participants involved
at various stages of the TSM&O adoption processirtden (13) focus groups were
conducted with stakeholders from the National Asgan of Regional Councils
(NARC), Institute of Transportation Engineers (ITEJational Conference of State
Legislators (NCSL), American Association of Stategltvay and Transportation
Officials (AASHTO), Public Technology Institute (BT and Intelligent Transportation
Society of America (ITSA). Forty-six (46) one oneomterviews were conducted with
individuals within each of these target groups,aotdition to eight (8) interviews of
agencies or organizations engaged at various leokIFSM&O initiatives. These
agencies included NARC, AASHTO, International Gtiglinty Management Association
(ICMA), America Association of Railways (AAR), Assiation of Metropolitan Planning
Organizations (AMPO), National Association of Deay@mhental Organizations (NADO),
National Association of Counties (NACo) and ITS Aroa. Finally, last fall an online

survey was conducted nationally to assess needschalienges of on the ground



participants and users. The analysis and resudlslet Illumination to better understand
the nature of the task facing those charged wisttefing adoption of TSM&O systems.
The findings also provided a richer understandihghe adoption process of system

users, and the diverse needs of different segmeétitsn the marketplace.

The findings are briefly summarized below, with maletail in appendices that include
write ups of each stage of the research. They ntailtear that, despite an abundance of
marketing resources and effort devoted to enhantireg adoption of products and
services of TSM&O, major challenges remain. Inwvesits in Operations at the state and
municipal level continue to lag expectations. Whhe reasons for this lag can be traced
to a variety of sources, a key factor concerns eqadcies in current approaches to
market and communicate the potential of these syst® potential adopters. Existing
efforts tend to reflect an undifferentiated, shotgwmmunications approach, with little
evidence of relative effectiveness. While thergrmving awareness of TSM&O systems
among major stakeholders, the ability to reach theodecision making process with the
right communications directed at the right stakdbd at the right time is limited. The
market for TSM&O systems is large and complex,ectfhg the characteristics of a
varied mix of stakeholders and decision-makers.wéi@r, the research indicates that
there are distinct commonalities and needs betwegain groups or market segments of
the industry.

In the pages that follow, a set of objectives gpmsed together with a series of strategies
and tactics for changing this state of affairs, &ndging a more strategic approach to
marketing and communication efforts. Specificalpproaches are proposed for market
positioning, market segmentation, overall commuioca strategy, a menu-based
approach to key market segments, a communicatiatfopo perspective, proactive
versus passive communications approaches, puslisvgndl marketing efforts, how
communication efforts must become more personaldagpters move through the
adoptions process, and driving key stakeholdetisg¢avebsite. In addition, proposals are
made for a champions program, a model users progaach peer-to-peer exchanges.

This is followed by recommendations on ways to feeet the dots among the DOT and



NTOC role players. Following the discussion of sthestrategies and tactics, we
introduce a possible implementation and managerapptoach to coordinating these

efforts, together with suggestions for tracking aondtrol.

Il. OVERVIEW OF THE CURRENT SITUATION

An assessment of the current situation in the TSMAdustry provides a framework for
creating a forward looking strategy to enhanceatieption of TSM&0O. The TSM&O
industry is comprised of constituents, users, fusidend promoters at all levels of the
transportation industry, both public and privatds a sub-industry within the larger
transportation industry, TSM&O is a major initisgivthat has received substantial
investment from the federal government and holdyoorg promise for adding value to
many areas of the national economy. This incluheart growth economic development
initiatives, traveler safety, relief of congestionmajor metro areas, energy conservation,
homeland security, and environmental protectionpragnother benefits. For these
reasons, enhanced adoption of TSM&O representsategic priority for the U.S.

Department of Transportation, and is the focussf marketing plan.

Key Players. The Federal Highways Division (FHWA) of the Depaent of
Transportation plays a critical lead role in thev@lepment as well as the adoption and
implementation of TSM&O. The Joint Program Officew leads the ITS initiative in
research and in bridging the relationships betwpgrernment and users of ITS. Beyond
this, lead organizations in the effort to suppo8M&O and ITS initiatives are ITS
America, NTOC and the members of its National Asgeamns Working Group, the
respective State Departments of Transportation, thedAmerica Association of State
Highways and Transportation Officials (AASHTO). Ma other diverse groups,
organizations, individuals and companies play @t roles and lesser roles in the day
to day adoption and implementation of TSM&O.

Perceptions. Since its inception in 1991 via the Intermodal Soé Transportation
Efficiency Act, Intelligent Transportation SystenfflS) has gone through several

transformations. Since the end of 2005, when thdefed government ended the official



deployment of the ITS program and continued ITSding via an annual research
budget, there have been infrastructure changeseiisaw different terminologies that
have created some confusion in the marketplacetdd®&i Other phrases have been
introduced by various segments of the industrylugiag Transportation Systems
Management and Operations (TSM & O), currently usgedNTOC and its constituents.
The ITS moniker is still used to refer to techngl@glvancements in the industry by the
JPO and on the DOT website. The broader term Sparation Operations’ is generally
understood to be the management and optimizatioexadting infrastructure, which
includes day to day administration of people amgquts, safety improvements, keeping
the traffic flow, utilizing and improving existingransportation system with ITS
(additional salaries, additional costs). Overdilere is broad awareness of the term
Transportation Operations, however, the depth alfetstanding regarding this term
differs from region to region, from one decisionk®aor champion to another, and based
on user context [e.g., crisis vs. planning]. Fwtance, legislation and elected officials
tend to link operations and management togethex {sem as one], while appointed

officials see operations more as a part of maimead&dudget, not maintenance itself.

A series of research activities designed to capthfoemation from a broad cross section
of the constituents and stakeholders in the ITSEBM&O sectors revealed trends and
general conclusions about the historical implementaof ITS and where it is now.
Thirteen (13) focus groups were conducted with edtalders from the National
Association of Regional Councils (NARC), Institudé Transportation Engineers (ITE),
National Conference of State Legislators (NCSL), edican Association of State
Highway and Transportation Officials (AASHTO), PublTechnology Institute (PTI),
and Intelligent Transportation Society of AmeriddSA). Forty-six (46) one on one
interviews were conducted with individuals withiach of these target groups, in
addition to eight (8) interviews of agencies oramizations engaged at various levels of
TSM&O initiatives. These agencies included NARC, $ATO, International
City/County Management Association (ICMA), Americassociation of Railways
(AAR), Association of Metropolitan Planning Orgaaiions (AMPO), National

Association of Developmental Organizations (NAD®gtional Association of Counties



(NACo) and ITS America. Finally, last fall an amdi survey was conducted nationally to
assess needs and challenges of a broader grouptb&around participants and users.
The findings provided valuable insight and directiand are summarized in the reports
found in Appendix A, B, C, and D.

The findings indicate that the relative importardédransportation is tied to the rate of
economic development in a given region or area,thatisuch areas are challenged to
balance the cost of growth with the cost of maiatexe in the transportation area. All
groups and individuals have at least some fanmjiamth TSM&O, with local officials
having less awareness than other groups (i.e.tedleafficials, engineers, regional or
metro level personnel). In general, the interviesvel focus groups characterized
TSM&O as complex, expensive, valuable, and on aesdmat lesser scale, difficult to
implement. A substantial number thought that TSM&@s “somewhat” politically
controversial, risky, and relevant more for theufatthan the present. The adjective most

people used to describe TSM&O across the board'evgensive”.

In terms of distinguishing between operations, tesiance and construction, there is a
clear delineation between construction versus logérations and maintenance. The
distinction between operations and maintenance less clear, however, with diverse
interpretations of what constitutes operations. m&oview operations as systems
maintenance and others defined it as activitieh sgcsnow removal and directing traffic.
The clearest delineation was between creating $setgconstruction), maintaining the
asset (maintenance), and performance of the asgerations). There was some
agreement that both maintenance and operationsragegerm efforts requiring strategic
budgetary support, mostly at the local level, anat it was easier to get funding for

construction that for either maintenance or opensti

Following are additional findings from the varioussearch activities undertaken,
excerpted from the comprehensive reports of thedagroups, interviews and survey
contained in the Appendices. Over half of partinigain the various research studies



reported strong familiarity with four of systemsSM&O areas with which stakeholders
were most familiar included:

Arterial management systems
Freeway management systems
Transit management systems
Incident management systems
Emergency management systems

The following were identified as the most widelyedsT SM&O services or products:

Incident management
Arterial management
Traffic management
Traveler information
Freeway management

In a similar vein, the systems below were peratiag having the greatest opportunities

for adoption of TSM&O programs over the next thyears:

Emergency/Incident management
Traveler Information
Freeway/arterial management
Toll systems

Given limited resources, the following TSM&O progra were identified that should
receive the greatest emphasis in efforts by NTOQ@rder to increase adoption levels
around the country:

Arterial management
Incident Management
Freeway Management
Traveler Information

Crash prevention and safety

There are clearly perceived leaders (cities, state$SM&O adoption, and these were
identified. These leaders could be more engageshdarketing/communication efforts.
The following user areas were identified as hauimg greatest potential/familiarity for
adoption of TSM&O services and products:

Metro/urban
State

Congested areas
Regions



Counties
Rapidly growing areas

Buyer Behavior and the Adoption Process. Significant obstacles to adoption of
TSM&O exist, primarily funding, but also maintenancosts once installed, need for
political support, presence of a champion, geneeaistance to change, and inter-
operability between systems. The manner in whiatestand localities adopt TSM&O
systems tends to be piecemeal and reactive, ire sfitregular efforts devoted to
transportation system planning. While relative feawnumber, key differences were
identified in terms of familiarity levels, perceptis, perceived obstacles, participation in
adoption process, info needs, and relevant infosages, especially based on the level

(fed, state, major metro, mid metro, small towrdfuof respondent.

Exhibit 1: 6-Step Adoption Process

— Step 1

|, Step2
Step 3
—>

The research suggested that the adoption proce3S&O generally is relatively long,

involves a wide range of players, and is instruralgntaffected by both technical and




political champions. A distinct adoptions procegss identifiable, and it involves six
key stages or steps. In the diagram below, thesgestare identified and grouped into
three broader stages for the purposes of the comsation model to be introduced later:
Opportunity ldentification or Need Recognition, dnihation Gathering and Technical
Assessment (Stage 1); Political and Budgetary ApgdrdStage 2);
The stages indicate

and System
Implementation, Maintenance and Ongoing Evalua{étage 3).

strategic points where communications can be agggeddo make the most impact.

The Table below maps various agencies and thgeotise roles in the 6-Step Adoption
Process. The significance of the players is wehbased on agencies resources,
mission statement, member pool, prior work, evenetsearch, publications, the results of

focus groups, interviews, and surveys, and othlee. Significance is from top to bottom,

top being the most significant.

Exhibit 2: Stages in Adoption Process

/
8
ITS Joint Program Office,
ITS America AASHTO FHWA IACP
ITE, AASHTO ITE, ITS America ITS America ITE ITE
ICMA,
AMPO ITS Joint Program Office, ITS Joint Program
IACP AMPO, NARC, PTI ITS America NACE, NARC Office
APWA (Act through NARC) ITS Joint Program
ICMA APWA ITE Office
ITS Joint Program
ATSSA ICMA, NACE Office, PTI PTI
AASHTO (Technology
Implementation Group) |AMPO
ITS Joint Program Office FHWA, IMSA ICMA ITS America
NCSL ATSSA FTA APWA
FTA, FTA, NADO (if used
IMSA, accurately could be very
NACE, NACo NACo ICMA significant) NACE AASHTO
APWA (Engineering AASHTO Regs Report,
FHWA ACT, NADO, NCSL and Technology NCSL
NACE AAR, NACo AASHTO NADO
ACT FTA
Association of American NGA (if used accurately
Railroads Railinc (AAR) ATSSA could be very significant)
ICMA
NGA Newsletter




The chart below provides a roadmap or guidelinewbere the various constituencies
find the most help in the various stages of adoptd an ITS or TSM&O product or
service. By identifying the agencies and orgarorst that are utilized for various
communication and information needs, it will be gibke to strategically focus on the
points of information and resource centers thak fadilitate the adoption process. This
also aids constituents in terms of where to getrmétion along the adoption process that
will assist in the specific steps involved along thiay. Finally, it is anticipated that this
process will enable agencies and organizations dtie understand their inter-
relationships in terms of communication resourceshancing collaboration and

knowledge/resources sharing.

Exhibit 3: TSM&QO Adoption as a Process

Goal Considerations Decisions Barriers
Need +Building awareness *Priorities *Right info to right
recognition +Specification of needs *Sponsors person at right time

*Real cost

«Is timing right?

*Preoccupied with
immediate crises

*Benefits to be derived
Preference and | *Fit with needs *Technical *Competing priorities
Adoption Viability assessment -Funding
«Public perception *Funding sources sLife cycle costs
«Champion identification -Fundi_ng *Rate of tech change
+Public attention commitment «Conflicting Interests
sMedia attention 'bCuicIﬂ;ensus «Funding
«Job creation -Rolesg& «Staffing
«Political tradeoffs responsibilities eLack of champions
*Champions *Political will
Implementation | *System compatibility *Extent of *Separate funding
A sOvercoming bugs implementation +Ability to determine
Management *Ongoing upgrades *Ongoing effectiveness

required

commitment levels

+Ability to maintain
system

Marketing Resources. The research revealed key findings regarding péoep of
marketing materials available on TSM&O and ITS. nyathought there was an
overabundance of information that was redundaniedjacontradictory and generally

negatively perceived. Many desired basic infororatand did not find the current



methods of communication helpful. Information need stakeholders center on cost-
benefit evidence, best practices, case studies;essitl peer-to-peer reviews, and
funding sources. In general, information accebgibs not the big issue, but priority is

on personal information sources, published artj@esd objective system evaluations

An inventory and sampling of marketing materials TM&O showed that extensive
paper and online marketing resources exist (seeuRes List in Appendix F), validating
the perception that there is an abundance of irddon and material in existence.
However, there is substantial repetition and redned among the material, and much of
it is more than two years old. For example, thexeaipotentially very informative
Benefits Database website (http://www.itsbenetgsipt.gov/) that is broken down into
the various transportation systems and productste€l of the areas identified as high
priority areas by people in the focus groups, inevs and survey were analyzed:
Arterial Management Systems, Freeway Managemerie®gs and Transit Management
Systems. There were 182 total materials availabtbe form of reports, case studies, etc.
Within this total, many of the materials were pdstedundantly and reused in the
various sections. Of the 182 items, 59 items wemeated (32% repetition of the
material — some of the same material was repeaitbthvthe same section). A total of 82
items were repeated, e.g. Télematics Applications Programme - Transport Areas
Results (4th Funding Programme) by Cordis Transp8ector of the Telematics
Applications Programme, 4th Framework Programme RFD&D 1994-1998,”was

reused seven (7) times within these three sections.

An analysis of the material included in these thesetions showed the following
breakdown:
83% are research reports
Average age of the material is more than 7.6 yelaksranging from 29 years
to 2 years
71% focused on urban regions

All material contained data statistics
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32% are case studies and, approximately, 25% atistgtal analyses, while
15% are both case studies and statistical analy4és.are surveys.

77% are not fully accessible (only an executive mamy was presented or
links were not functional)

The accessible material is user friendly and clear

While this is only one example, it indicates theaeo update and maintain marketing
information to meet current needs, to give updated reliable statistics, as well as to

create the perception of up to date information\aide creation.

The research suggested general distinctions betwa@us user groups in terms of how
they use marketing materials. Planners, inclu@®®s, MPOs, Planning Commissions
and similar groups of individuals, utilize reseaprbduced by experts in the community
and the professional organizations such as AASHPOblic officials, including Council
members, directors, both elected and appointedredesmmarized information that can
be used as tools to resolve issues, along withastipg data. Materials for this group
necessarily need to be up to date, easy to reathamzth technical language. Engineers
as a group tend to use web pages and online resoorore frequently for advertising
and to obtain up to date information. Finally, thentractors which mostly include
private sector companies mostly desired newsletteas offered links, accessibility to
information and searchability of the various websit They prefer a summary article

rather than a 60 page document filled with infoioraaind data.

In general, the marketing materials desired by \hgous constituent groups reflect
respective professional objectives in terms of asafjthe materials. Those whose
objectives were centered around awareness buildeegled to know benefits, costs,
specifications. Those who were generally concermaig adoption wanted information

on funding, champions, consensus building and rahesresponsibilities. Implementers
generally want information on budgets, resourcesamplexities of projects from other

examples.
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Il. SWOT ANALYSIS

The following represents an assessment of the-agency efforts to facilitate adoption
of TSM&O products and services. Exhibit 4 is a suamynof these points. The internal
strengths/weaknesses and the external opportuthitiests faced within the agencies are
assessed as a whole. Strengths and Weaknessesam¢hat users/proponents/producers
of TSM&O products/services/programs have complete partial control over.
Opportunities and Threats are external elements tisars/proponents/producers of

TSM&O products/services/programs do not have cooirer.

STRENGTHS

Resource Investment. A substantial amount of resources has been investehe
development of Transportation Systems Managemeetdlipns products and services,
resulting in a large, state of the art inventonytfee industry. In addition, an abundance
of informational resources exist, from deep welssiéth data and marketing materials,
to published resource books with facts and inforomatto marketing brochures or
pamphlets. These resources are available to anyottee industry, without regard to
implementation and operation of these producteoriees. To date, while the TSM&O
products and services have had the support of dkergment at its highest levels, the
marketing and promotional efforts have been broad anfocused, drowning the
decision-makers and end-users in a sea of brochpaesphlets, and online databases
with untargeted information. This presents the opputy for developing both a push
and pull marketing strategy, as discussed in thenf@unications and Promotions”

section.

Awareness. In general, most people within the transportair@ustry have awareness at
some level of TSM&O, and awareness levels of cd8&O products are relatively
high. Individual interviews and focus groups cocigd with transportation officials and
key industry personnel indicated a fairly strongwiedge base regarding core TSM&O
products and capabilities, as did focus groups vather levels of transportation

providers.
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Positive Perception and Evidence of Impact.Regardless of actual adoption behavior,
relevant stakeholders generally have a positivegption of TSM&O products. There
has been clear recognition of benefits of variotsdpcts in different usage situations,
regions, states and localities. The technical loifipas of these systems are appreciated.
Extensive literature and other documentation isilabi® to support these benefits.
Further, there exists a sizeable base of satisfeds of these systems, and this user base

is an under-utilized resource.

WEAKNESSES

Cost and Complexity. TSM&O systems are generally viewed as expensiven evhile
they are seen as valuable. Further, the technigire of the TSM&O products and
services creates a complexity challenge, with mstakeholders finding the systems
difficult to understand or comprehend. This comjtle whether real or perceived, was
highlighted in feedback received from a range aksholders at federal, state, and local
levels. This complexity is reflected in the limitexffectiveness of promotional and
informational materials offered in support of TSM&Benefits and related information
regarding the products and services are not conuated to the non-technical provider

in lay terms that are easy to understand.

Budgets. There is an overarching challenge in terms oitéichbudgets at the user level
when it comes to funding TSM&O services and proslucAside from the competition
with traditional construction projects, electedia#ls often do not promote TSM&O
because of the lower profile that TSM&O generateselationship to new, traditional
construction projects. Many regional and localoxdfs simply do not have the budgets
to implement or deploy new TSM&O solutions, and estpgreater assistance federal
government aid for these services and projectss@egional and local officials view
TSM&O solutions as having both interest and besedit a higher level than strictly for
their own regional or local concerns. In addititimere is a consistent failure to budget
sufficient funds to cover the ongoing maintenant¢he TSM&O. Many stakeholders

13



underestimate the importance of such ongoing maamee budgets, and how much

really needs to be budgeted.

Communication Issues. There is limited understanding and a large amotinbnfusion
as to what TSM&O actually is, and what it coverd/hile substantial investment has
been made in marketing materials and the ITS websitany stakeholders do not
understand how or where to access specific infoamathat they may find helpful.
Many have never been on the website. An abundafceulblished information is
available as well. However, it is clear that thublpgcations often do not reach those who
may find such information most valuable. So thsra major challenge in terms of not
getting the right kind of information to the varguaonstituents in the chain of command
at the right time. In spite of the abundance ddréiture and promotional material, the
general communication approach can best be lalzelsldotgun approach’. This appears
to be due to inconsistent messages that users ritedested parties within the
transportation industry receive from various lewasging from the federal government
to national membership organizations to regional kotal organizations or agencies.
Further, multiple “influencer” segments create nplét needs, which often are in conflict
with each other. Therefore, the promotional make@ae, again, confused in their targets

and less than effective in supporting adoption 8MB.O products and services.

The recent change in ‘branding’ has added to th&uston. When ITS (intelligent
transportation systems) was changed to TSM&O, ahnkess recognized acronym, the
communication challenge grew. ITS remains a comyrosed term, with most people
assuming this is what TSM&O is concerned with. Camioation of the notion of a

‘total operations concept’ has not been aided s/dbnfusion.

Another communication issue concerns the trustofasthen it comes to federal
information. Some stakeholders believed that theMl&S data, information, and
collateral support material were designed as publations materials rather than reliable,

factually valid support materials.
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OPPORTUNITIES

Direct Impact on Transportation across the Nation. Clearly, the most important
opportunity for TSM&O is the ability to improve sy, efficiency and costs of the
transportation industry in the near and long teatarke. Transportation has become an
increasingly high profile issue due to increasirmpam congestion, increasing urban
sprawl, more cars on the road, more commutergoaliributing to the need for ongoing

improvements to the existing transportation infiasture.

Economic Development AdvantagesEconomic growth increases the demand and need
for transportation improvements, particularly iniategrated level with other economic
development needs such as new housing, new conmahemnters, etc. In budget
constrained environments, which are the case int negal and regional economies,
TSM&O provides viable alternatives to costly constion projects to do such things as
widening roads, building new freeways. TSM&O caove less costly projects with
greater cost efficiency over time. This informatiatherefore, promotes the wide

adoption of TSM&O products and services with castdfits made plain.

Advances in Technology. Major strides continue to be made in the capaéditof

TSM&O solutions, enhancing the value propositidie transportation industry has
historically not been considered ‘hi tech’. Howevgiven the evolution of technology
and its widespread use, that is changing. Pedglggrin the ranks of the transportation
industry are increasing their use, familiarity acawinfort level with technology-related

programs.

Energy Conservation/Environmental Sensitivity. A new landscape is emerging in
terms of public (and political) awareness and g$iitsi to issues surroundingnergy
conservation and care for the environment. Thieselopments represent an important
opportunity for TSM&O solutions. Properly positiahel SM&O can be uniquely poised
as a cost-effective alternative in terms of foésél conservation, reduction in carbon

dioxide emissions, and limiting environmental deigitgon.
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Building on the Networks. There is a growing network of users of various &&EM
systems across the country. Similarly, the NTO@vaoek of professionals is extensive.
Both of these networks represent impressive asisatsould be much more extensively

utilized in marketing efforts.

THREATS

Who's On First?. The greatest threat to TSM&O marketing effortsis tact that we are
attempting to sell a wide range of ‘products’ técastomer’ that is actually a complex
mix of decision-makers and role players, involvadai ‘buying decision’ that evolves
over many months and even years. As such, therm islefinable customer for a
definable product at a definable time. This posegue challenges to the ability to
established measurable performance objectives asyrd effective communications

strategies.

Competition for Funding. As has been the case in the past, TSM&O senaces
products will continue to face competition for fumgl with other projects in construction,
maintenance of existing infrastructure, and oveedbnomic development. With
increasingly tight budgets, demonstrating the vadne potential of TSM&O will be
critical to funding the implementation as well agintenance of these systems. TSM&O
projects are often not the kind of high profile glamorous projects that attract voter
attention, and are therefore get less support offroials. It has also been difficult to
show results that are as dramatic as constructigieqis, which are easily understood by

the general public.

Inadequate Funding of TSM&O Projects. Once TSM&O products or services are
funded for deployment and implementation, propergesand support of most TSM&O

services and products requires an adequate anraiatemance budget. Often state,
regional and local decision-makers are not awatee@bngoing costs and do not provide
for this in their budgets. When a proper mainteedoudget has not been put into place,
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it can negatively impact the efficacy, results, amtimately the sustainability, of
TSM&O.

Need for Continued Funding and Support. Without demonstrated returns on
investment, efficacy and widespread use by the stigu TSM&O may face reduced
funding and support by the federal government. nialy such funding and support
may be decreased to the point that the TSM&O prizdacd services developed to date
may not be utilized or maintained effectively. Nwotly would this be a loss in terms of
the resources invested to date, it would also whstgotentially positive results that can

be obtained by use of TSM&O services and products.

Industry Fragmentation. A wide range of players are involved in variousetacof

facilitating TSM&O adoption. These players havffaling and sometimes competing
missions and objectives. They operate with diffigrbudgets and levels of marketing
capability. And they interface with different elems within the user/adopter

environment. Their efforts are not well-coordirthte integrated.

Market Fragmentation. The users of adopters of these systems operateuliple
levels of different organizations and agencieshwitrange of individuals playing diverse
roles affecting progress through the adoption mea@ different points in time. Further,
the nature of TSM&O services and products oftemlireg cooperation between agencies
and organizations either geographically or on &erival hierarchy in order to effectively
implement any given service or product. Oftendeployment of a TSM&O product or
service crosses both geographic boundaries andagéncy responsibilities. This multi-
layer dependency requires relationship building mgngroups that generally do not

communicate or work together.
Technical Challenges. There may be some incentive to put off adoptionabse the

technology behind TSM&O is a moving target. Whyt meait until the capabilities

become even greater or perhaps the costs of a gseability go down. A different
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technical challenge is the concern that new systemgnot be compatible with existing

legacy systems being used by a given locale.

People Issues.The systems in question have numerous politicalicafons. The ‘best’

solution is not always the politically acceptabtédusion, and political realities represent
an ongoing threat to TSM&O adoption. A related lnnssue is the importance of both
political and technical champions for TSM&O systenand the challenge of these

individuals continually turning over (e.g., movit@new positions, retiring). .

ExHIBIT 4: SWOT SUMMARY TABLE

Strengths Weaknesses
— Resource Investment — Perceived complexity
— Awareness of products — Perceived costs of systems
— Positive perception — Communications approach not
— Satisfied users strategic
— Impact / results — Approach is not proactive
— Technical capabilities of — Shotgun marketing
systems — TSM&O brand unknown
— Extensive research — Right info to right person at right
— Reports and materials time
— Website — No overall marketing coordinator

— Limited marketing budget

Opportunities Threats
— Accidents and congestion — No definable customer for a
— Operations is more flexible solution definable product at a definable
than construction time
— Technology advances — Competition for funding in terms
— Construction limits of local needs
— Energy conservation pressures — Inadequate funding
— Economic development — Industry fragmentation
— Segmentation and targeting — Market complexity
— User network — No sense of urgency
— NTOC network — Perceived cost of system

maintenance once implemented
— Turnover of key players
— Political nuances
— Cooperation between
cities/counties, municipalities
— Legacy systems---inter-operability
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CoNCLUSIONS OF SWOT ANALYSIS FROM A MARKETING STANDPOINT

The analysis makes it clear that application ofaaarstrategic marketing approach to the
facilitation of TSM&O adoption is a vexing challengn effect, unlike similar challenges

in a private sector company, there is no one orgdion with a marketing VP and a

clearly defined product and market, with a spediiiciget to affect adoptions. Further,

the marketing effort involves a wide range of stakders. In effect, there are hundreds
of voices, mostly off-key. Yet, the challenge is itdluence adoption behavior in a

context that can be characterized in terms muleled and multi-faceted adoption and

usage patterns. Further, compared to the way ichwpeople buy cars or computers or
sofas, there is less of a discrete time horizonr avieich a purchase is made. An

examination of current marketing efforts suggelséy tare spread to thin---representing a
de facto shotgun approach. Moreover, absence aaly metrics, measurement, or

objectives, there is no clear sense of what suagestl be. In the final analysis, the one
point of agreement is that there exists a cleard neeachieve greater adoption of

TSM&O.

IV. M ARKETING GOALS AND OBJECTIVES

The overall goal is to achieve greater adoptionT8M&O services and products by
making information more accessible, and leadingoaenfiocused and targeted marketing
campaign. This overarching goal can be broken diowma number of individual goals

and objectives.

A. Marketing Mindset of Leadership and Stakeholdes
1. Change the approach of NTOC leadership and statketsolo a more strategic
and integrated marketing approach to TSM&O adoption

2. Utilize a more focused (rifle) approach for the pdisate set of resources
available
3. Create a clearer sense of the current status duet, direction to move in and

what needs to happen in order to get there

4. Create a system of accountability with relevanestibnes
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B. Marketing Objectives

1. Increase the adoption rates of TSM&O products amices in five top
markets within each segment over the next five gje@rgeting an average
increase of 5% per year

2. Increase the relative spending on Transportatioar&mns systems in five of
the top markets within each segment over the nextyears

3. Increase the deployment rates of high priority TSMfroducts or services
that are under 50% according to the DOT ITS depkymsurveys (see
Appendix E) and increase usage to 50% over thethese years

4. Raise awareness of the Total Operations Concept
Establish a consistent and visible system for masers and increase the
number of model users across the nation

6. Establish awareness of and consistent use of deeso s
Increase the number of contacts to FHWA ResourcenteCe for
Transportation Operations by 100% over the next ywars
Enhance and increase the number of peer-to-pebarges
Increase the number of hits and time spent on wesbddy category of
decision maker

10.  Enhance the roles of Champions and increase théemuoh Champions

11. Create open, cross communications between thogecoitinty, regional and
state participants whose geographic boundariedagpver the early stages of
the adoption process throughout implementationraathtenance

12. Address the distinct needs of various categories siakeholders and
participants, i.e. decision makers versus implesrsntersus influencers

13. Create a streamlined, coordinated system of convations that provide
convenient, 24/7 access to up-to-date marketingmadg, data, information,

case studies and phone or email support

V. MARKET SEGMENTATION AND TARGETING STRATEGY

The current “one size fits all” approach to the ke&ris neither effective nor efficient.

The users, participants and stakeholders in theketplace’ represent a broad, diverse
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cross section of people ranging from engineers tastinical experts to elected and
appointed officials. In addition to the diverse de@nd objectives of these individuals,
there exists a clear disparity between geogramgmonal needs based on, size, location
of the city and/or area, economic growth, ITS usamg®l overarching transportation
problems. These realities make it clear that pregyne terms of TSM&O adoption can be
accelerated if the market is segmented, and pesrdére established in terms of target
segments. Segmentation seeks to identify sub-greithsrelatively homogeneous needs
and behaviors. The goal is to identify elementthefmarketplace that are more likely to

respond to tailored communication approaches.

Based on our analysis, the market for TSM&O systears be segmented based on at
least ten relevant variables (see Exhibit 5, below) addition, the use of U.S. Census
data and related transportation statistics helputiher define the target segments in

terms of size, growth rates, and other key criteria

While the analysis makes clear that there are maaayg to break down the market, based
on the research findings, we believe that threeketasegments should be prioritized in
TSM&O marketing efforts. It is our contention thaincentrating efforts on them will
not only yield the greatest return on marketingestment, but it will facilitate
subsequent penetration of other components of twketplace. The segments we are
proposing be prioritized can be labeled:

Segment 1: Major Metro

Segment 2: Model States

Segment 3: Dynamic Medium Metro

Each is elaborated upon below.
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Exhibit 5: Breaking Down the TSM&O Market

Segmentation Variables

Gowern- ’ Economic Unique Relative o Decision
G;:;:' ment Region Geuf:fzrlﬂl Growth Transportation Role .of ATdeo.;':ino.n I;?::::: Prqce:s
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Private | Federal | MNE ~hal igh i o tion ooy Planhsd nod
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Frofit g Jor hletro Growth o Focused Iser : Transpo
Conditions Adaptive B

State &
Local
Faliti-
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Nonel
Decling
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Local
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Transit
Auth,

15t
Respon
ders

Public

Segment 1. Major Metro
Medium to high growth; high congestion, operatiéosused, high users of ITS;
among 20 largest metropolitan areas in the couwitii a population of 2.5
million or more.Examples:

- Atlanta, GA

- Chicago, IL

- Los Angeles — Riverside — Orange County, CA

- Houston — Galveston - Brazoria, TX

- New York — NJ- Long Island - Connecticut — PA
- Phoenix — Masa, AZ

- Seattle — Tacoma — Bremerton, WA

Segment 2. Model States
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Medium to high growth, high congestion, high intate commerce, proactive
state with high usage of ITS; Shared statewide |lpro§ and initiatives; total
population exceeds 4 millioExamples:

- California

- Florida

- Georgia

- Maryland

- Minnesota

- Texas

- Washington State

Segment 3: Dynamic Medium Metro
High growth (minimum 3% per year for 10 years),we#n 500,000 and 2.5
million in population, high congestiokxamples:

- Austin — St. Marcos, TX

- Charlotte — Gastonia — Rock Hill, NC
- Las Vegas, NV

- Orlando, FL

- Raleigh — Durham — Chapel Hill, NC
- Sacramento, CA

These three major market segments have potentiptdduce the greatest increase in
adoption rates over the next three to five yeasetian the nature of the problems they
face (e.g., economic growth, congestion, dynamjgufagion patterns, etc.), their ability
to pay, and their receptivity to novel solutionsla@pproaches. By targeting the major
market segments, a network of adopters can belissiadh by category, creating a greater
opportunity for further adoption within the marlssigments. A segmented approach will
better enable the ability to benchmark and trackptidn levels by target group.
Increased adoption achieved in the major markemnsats will provide larger and more
comprehensive cases and peer to peer examplese a@heas create the largest need for
TSM&O services and products and are likely to hgreater resources to deploy and
maintain them. Eventually, it is anticipated thataller market segments will follow the
lead of the major market segments.
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VI. POSITIONING STRATEGY

Positioning refers to how we want TSM&O systembé¢operceived by key stakeholders
in the market (i.e., role players in the adoptioocess). Such positioning can be relative
to key attributes and benefits (relative expenbdityto increase road safety or traffic

flows) and/or relative to alternative solutions ristruction, maintenance, mass transit).

Importantly, a clear positioning strategy bringsufe and direction to marketing efforts.

It is our contention that individual TSM&O systenskiould not be the focus of
positioning efforts. Based on the research to datesitioning should convey the
usefulness of TSM&O as a whole, through what haanhtermed a “total operations
concept”. This concept can be defined as the @isar@us transportation management
tools, products and services in an integrated sysie an ongoing basis, for the purposes
of enabling more efficient and effective operatwinroad systems for travelers. The
objectives of total operations concept are to mlevialternatives to costly new
construction of roads, safer roads, less congestiahbetter communication to travelers,
in a cost efficient way. The total operations cquices delivered via new product
technologies, new ways to coordinate and managsimxitransportation services and

improved coordination between travelers and semiogiders.

In short, this means conveying the following:

a) Operations is not a particular ITS system;

b) The total operations concept is a way of thigkand acting—it is a philosophy of
strategic transportation system management, whetate or locality considers where it
wants to go in terms of an integrated set of TSM&Gtems that address its needs over a
reasonable planning horizon;

c) Total operations seeks to achieve centralizadagement capabilities over what is
happening on the road system in a given locality;

c) Operations is a flexible set of tools for maknegds safer, smarter, less congested; and
d) There is a relevant suite of ITS solutions facte major market segment (a flexible

suite of solutions).
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In effect, we recommend a menu-based approach,ewthertotal operations concept is
stressed, but individuals are encouraged to consigeenu of options, identifying those

that best fit their needs. The menu approach bremgne order and structure both to the
marketing process and to the adoption decisiongsc The issue is one of getting
planning processes built around the total operatmncept, with elements of the menu

of options phased in over a decade or more.

Two related issues come into play in the area diitjpming. One of these concerns
whether we should be trying to build a TSM&O braadd ITS brand, or any kind of
brand. Clearly, ITS is well-known, TSM&O is notDifferences between ITS and
TSM&O are unclear to the marketplace. If anythimgyould seem more appropriate to
build the brand identity associated with the tofa¢rations concept.

The second issue involves the development of auensglling proposition for TSM&O
systems. This is the single message that we mishttw associate with TSM&O on an
ongoing basis. An example is the emphasis by Auiswe try harder’, or by Fedx on
‘when is absolutely, positively must be there aneti, or even BMW's ‘ultimate driving

machine’.

The following are examples of ways to describe lthaefits, and thus to position the
TSM&O services and products broadly:

“Safer, smarter, more affordable roads”

“Operations: Making your roads work for you”

“Operations: The flexible alternative”

“Enhancing the value of your roads”

VIl. COMMUNICATION AND PROMOTION STRATEGIES

To achieve the overarching goal of increasing adoptates of TSM&O products and
services, and to meet the objectives supportirgygbal, it will be important to transform

the way Transportation Operations is marketed amdmpted. A number of
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communications and promotional strategies are ptedehere to illustrate ways to begin
to change the mindset of stakeholders and constgue order to achieve the marketing
objectives. The key is to implement a complemensatyof strategies and accompanying

tactics over the next several years.

Exhibit 6: Key Building Blocks in Developing a
TSM&O Communications Strategy

Proactive Integrated Push TSM& O Customer | Personal
blend of integrated centric communi-
tools cation

Passive/ Discrete Pull Product Product Impersonal

Reactive tools specific centric communica-

tion

We begin by providing our assessment of the keysaetvariables that underlie a more
strategic approach to communications. These arersuized in Exhibit 6, below. In
essence, we believe it is important to design comaations strategies based on the
extent to which they are proactive or more passivegrated or discrete, part of a push
or a pull effort, focused on total operations odiwidual TSM&O systems, customer
versus product centric, and based more on perseaaus impersonal forms of
communication. Our recommendations regarding tltesgsion variables are woven

through the ten communications strategies sumnthiizéhe next few pages.

The overall approach to communication must be costecentric, not TSM&O-centric.
This means we begin with a focus on three key matgments (see earlier discussion),
which allows us to prioritize key problems and mékase problems the central thrust of
our approach. So, if the major metro segment isertttan anything else, concerned with
congestion relief, then that is the central emghasithe approach to that segment. The
issue of congestion relief becomes the theme of Kimels of materials, reports,
conference sessions, etc. that are targeted atabatent
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Another dimension of a customer-centric approacbotmmunication finds us designing
a selling or communication process that mimics ¢hstomer adoption process. The
latter was presented earlier in Exhibit 1. Towé#nt end, communication strategies

should be designed around three selling stages:

Create Awareness and Understanding
Create Preference and Action

Reinforce and Build Relationship

The argument here is that the kinds of communioagitorts that are effective at creating
awareness of TSM&O systems differ from those thdk mvove a state or locality to
select and implement any of these systems, andddfeo from efforts that will reinforce
the adoption decision after the fact. Designing keting efforts based on where those
involved in adoption decisions are in the process@oint in time represents a consistent,
user friendly roadmap that can be applied uniquelyeach of the targeted market
segments. Such a “three-stage marketing” cont¢gttfocuses on the major segments
will provide the most strategic and targeted waynpact communications. Exhibit 7
includes a grid that outlines the linking of thisnamunications framework to the major
market segments being prioritized in our approach.

Our proposed communication approach is predicatethiee key assumptions. First, we
assume that there are limited resources availabléerims of human resources and
funding. Secondly, we assume that, given thatettsge so many people and players
involved in TSM&O on many levels with diverse irgsts, we assume that it is important
to maintain a level of simplicity in marketing appches. Thirdly, we assume that, while
there is significant diversity among the stakehddnd users, there is also commonality,
especially at a segment level. The latter willthe key component that will drive
successful achievement of the strategies.
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Strategy 1: Sell a menu-based approach to key segnts

There are too many TSM&O systems to effectivelynpote all of them individually,
especially given limited resources. Consistent witle total operations concept, a
manageable approach would be to identify TSM&O potsl that share relevance to a
particular market segment and to create “bundles’sarvices or products for that
segment. The bundle would capture the priority semtl requirements of the segment,
and the communication approach for this bundle ttean be tailored to reflect the

requirements of the segment.

Tactical Recommendations
o Categorize each product and service by the advantagrovides (i.e., relieves
congestion) and assign each one to groupings tbatde similar advantages or

resolutions to identifiable transportation problems
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0 Separate and identify each grouping by “function"tenefit”

0 Assign the groupings to various market segmentsribad the specified function
or benefit provided, and the several groupings Wdaé promoted as bundles of
products and services appropriate for a particuknket segment:

o For example, Major Metro markets are highly conggsareas which
might require high occupancy vehicle, traffic lighgnchronization, and
surveillance and detection products that could fmenpted together as a
systems approach to TSM&O

A suite or bundle could include the following:
o Identification of the applicable Major Market Segmeand specific problems and
needs (i.e., congestion)
o Each TSM&O Product or Service that would meet palér needs or resolve
problems
o Types of communications appropriate for the varistages for each product or
service

o List of Marketing Materials and sources

Strategy 2: Think in terms of a communications potfolio

A plethora of marketing materials, reports, anétexl resources exists (see Mapping of
Marketing and Communications Materials in AppenE)x If we think of these as a mix
of communication tools, the various types of addédaools differ in their effectiveness at
accomplishing distinct communications tasks (eeating awareness, closing the sale,
building the relationship). Accordingly, it is ajgpriate to think of a communications
portfolio where the various communication tools eatalogued based on what they are
most capable to accomplishing. Exhibit 8 provides/nopsis of some of the major tools
that might be included in the portfolio. One themstructs a blend of communication
tools that effectively walks a given state or litgathrough their adoption process.
Stated differently, various elements of the portf@re emphasized depending on both on
the market segment being targeted, and the statpe aidoption process.
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Tactical Recommendations

Organize and catalog existing communication toots marketing materials based on the
form and content of communication. Criteria faasdifying materials include a)
personal/impersonal form of communication; b) otiet¢subjective source of
information; c) ability to capture audience attentid) pass along readership; e)
timeliness; f) flexibility; g) cost per person réa&d; h) technical/non-technical
presentation; and i) communication task(s) the bast accomplishes. Communication is
clearly a creative task, such that the portfolie@nmunication tools should be subject to

continual expansion.

Rather than being viewed as individual compondhtsse existing communication tools
should be bundled together based on market segmemts the stage in the
communication process. For instance, in sellintheomid-metro segment, it may be that
a combination of sessions at conferences, diredtingaof brochures, and website
materials are effective at creating awareness etre¢levant TSM&O bundle. However,

feasibility studies, cost-benefit reports, and batbdel users and pilot sites become
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critical in creating preference and conviction dre tpart of the adopting agency.
Interaction with a user group, and benchmarkediesudould be more effective in

reinforcing he adoption and building the relatiapsh

Alternatively, to market products and servicesdomngestion being targeted to Major
Metro market segments, a portfolio of communicatitmat would logically reach these
users might include:

Survey (pull - problem recognition)

Printed media (solution assessment)

Brochures (solution awareness)

Conferences & Trade shows (solution assessment)

Feasibility studies (push - initial assessmergesta

Cost-benefit studies (push - initial assessmexget

Model sites (planning and development stage)

Product reviews (planning and development stage)

Expert community (final review stage)

Technical Specifications (final review stage)

Strategy 3: Combine Proactive, Active and Passiv&pproaches

It would appear that the available marketing appinea can be categorized as being
proactive, active and passive. For example, websitene ar@assiveforms of
communication. Efforts to drive people to the wtber to attend a conference are
active Direct targeting of tailored communications tqg ktayers from a particular
segment and at a particular stage in the adoptimceps iproactive We would propose
that the three primary market segments receivecpix@approaches, while the lower
priority elements of the marketplace receive masspre efforts. Examples of passive,
active, and proactive approaches are given beldweractical recommendations, along
with examples of how to use and combine them tecéffely maximize marketing

impact.
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Tactical Recommendations
1. Review marketing and communications activities kafel them as passive,
active or proactive. Design communications progréms apply more proactive
and active efforts for the major segments beingeti@d over the next 2-3 years.
2. For example, an integrated communications stratemyd include the following:
Passive communications: materials on websitestgatibrochures,
case studies.
Active communications: Invitations or fliers taethTSA annual
meeting or a conference to discuss specific tramasion operations
products or services; emails to invite people tdigpate in a
webinar.
Proactive communications: Targeting one of theka@yket segments
with a coordinated mix of communication tools the¢ tailored to the
three stages of the selling process, and reflectitiique transportation

requirements, budgeting issues, and political tiealof the segment.

Other Examples of Passive Communication:

Printed materials and publications. A simple cardoldover brochure could be created
for any agency or individual working with TSM&O thhas the positioning statement
and a central website listed, in addition to otbeurces of information. This standard
print piece should be widely distributed and used dl involved in TSM&O.
Publications on case studies and peer to peereststiould be sent only to those market
segments who would utilized that specific inforroatiin order to save costs and market
more effectively. Those resources that includegetaly and other types of information
should be inventoried and updated no less thanyestbier year. Copies of all printed
materials by any agency on TSM&O should sent t@rmral person or committee that
has representation from the major stakeholder azgaons. This will enable easier
inventorying of print materials on all TSM&O, whidan be put into a library or scanned

for reference.
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Other Examples of Active Communication:

Establish a booth or presence for TSM&O at eachuanwconference of the major
stakeholder groups, as well as the ITSA confererselect a TSM&O product bundle
that is applicable to the conference attendeespasgknt a panel, host a roundtable, and
find ways to bring together those with expertisd arperience in TSM&O together with
novices in the area. Produce giveaways with the &GMbositioning statement and the

central website to distribute at all of these ahcoaferences.

Press Releases. Federal and state DOTs shoulgpmnstble for issuing a monthly press
release on some aspect of TSM&O that is of intere&ey publics. A standard tag line
about the TSM&O positioning statement should bedusiethe end of each and every
press release that goes out regarding any TSM&@.sttn addition, the central web

page must be listed.

Other Examples of Proactive Communication:

Surveys to determine changing constituent needa gmecific market segment, followed
by design of a selling approach and productionoofimunication materials that target the
market segments utilizing the survey results. Deaites and peer-to-peer exchanges are
then developed with this segment in mind. This sarttargeting is tied to specific

measurable outcomes.

Strategy 4: Distinguish ‘push’ versus ‘pull’ initiatives
Communications approaches can be distinguishedllmsa/hether they represent ‘push
strategies’ or ‘pull strategies’. Push communmasi are those that target
“‘intermediaries” (regional DOT, state DOT, privdtems) to influence them to ‘push’
designated TSM&O systems and/or incentives on ih& tecision-maker. In effect,
communications, materials, marketing resources, iandntives are directed at these
intermediaries. Push communications:

0 ldentify existing products in relation to custongdemands/needs

o Identify and cultivate chain of product promoterstild partnerships

o Establish direct route through promoters to endsaidecision-makers
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o Solidify relationships
Alternatively, pull strategies involve marketingaets thatcreate a demantfom the end
user. “Pull” communications and promotions areectied at end users (and the general
public) in order to convince the ultimate consuntbet operational systems/solutions are
effective. This strategy is meant to build usanded and thus influence decision-maker
endorsements. Targeting the end user or the pablicipates an organic, grassroots
approach to increasing consumer awareness of asiceder TSM&O. The public’s
interest in TSM&O adoption will create a “pull” niating strategy. Pull
communications:
o lIdentify end-user/decision-maker need/demand
0 Create solution demand through heavy TSM&O pronmotio
o Create brand recognition through user demand aodide-maker endorsements
(they recognize value)
o Drive users and decision-makers to TSM&O websitegrhmediate information
about solution
o Require high investments in advertising and proomati material to drive end-

users’ actions

To obtain the most impact from marketing strategie®mbination of both push and pull
strategies should be concurrently deployed. Duthéolimited audience and need for
awareness, as well as a limited budget, it is resended that more emphasis is placed
on push efforts over pull efforts (65% push/35%l)pulfT'SM&O advocates need to be
aware of and distinguish the promotional and comoaiion tools that are effective in

push versus pull contexts.

Operationally, push efforts would include:

o Offering incentives for adoption such as tax credihcentive pricing from
vendors, matching/increased funds, low interestd@nds, and other incentives
from the DOT, federal government, and private secto

o Providing marketing support to these intermediaiieghe form of websites,

publications, videos, special reports, and othedsiof value added items.
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Assisting in the identification of technical andipioal champions of whom these
intermediaries should be aware.

Providing personal contact and relationship buddimith these intermediaries,
creating positive attitudes and reinforcement.

Providing support for intermediaries to organizenfeoences, sessions at
conferences, and special seminars regarding aspiectsl operations.

Regularly monitoring what these intermediaries ewerently doing to support

TSM&O, identifying the gaps, and assisting in fili them.

The implementation of pull tactics might include:

o

Direct mail of brochures and materials to staketiddnvolved in various facets
of adoption at the decision-making level.

General advertising placed in trade publicatiorss thach these stakeholders.
Establishment of certain pages on the centralizetdsite (using an existing or
new URL) and an e-newsletter based upon user-akforgeria for various
stakeholders at the community or local level. Trebwage would be similar to
Google, Yahoo, Wall Street Journal's portal serwideerein a user would define
his/her interests for future viewing at each logThis would provide each user
with instantaneous access to transportation opastrelevant to his/her own
needs. RSS feeds (similar to those available astiegiwebsites) could be used to
provide breaking, updated operations updates, edete

Coordination of public relations and publicity ceamgns regarding TSM&O
directed at the general public.

Email blasts to drive traffic to the website regagdspecific “hot issues of the

day’. The public relations campaign would be adaand coordinated by the
TSM&O Director, and would be customizable to difiet market segments.
Create public forums and town meetings on TSM&Qyvjating websites and
other information.

Promote TSM&O adoption incentives, in terms of disats or refunds to end-
users, inclusion in special study groups and forustognition announcements in

newspapers, trade journals, newsletters, etc.
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Strategy 5: Make the communication process more psonal and proactive as it
evolves for a given target audience

In business-to-business marketing contexts, pefsocommunication becomes more
critical as the selling process moves to an achusl or close of the sale. That is,
communication efforts that are used to create avesm® may be more impersonal (e.g.,
printed brochures), but the deeper into the detipimcess we go, the more important
becomes one-to-one communication (e.g., sales acajpeer-to-peer exchange). This
principal should also apply to TSM&0O marketing eféo As the buying or adoption
process of TSM&O moves towards an actual decidioaere is greater opportunity to
influence a positive decision through one-on-onemmminications and personal
interaction. With large dollar expenditures and egmtil professional risk, more
“confidence building” and reassurance is required ¢he best way to do this is via
personal interaction. The current approach rédesvily on impersonal communication
mechanisms, i.e. websites, case studies, techpuddications, et al. There is a need to
creatively employ one-to-one interactions, peertact) and other personal mechanisms
as the adoption process gets into stage Il (Crg&neference and Action). The creation
of model sites and resource center sites (or tbadar utilization of existing resource

centers) will greatly enhance the ability to previgersonalized marketing.

Tactical Recommendations

First stages of creating awareness and understandin
TSM&O organizations, advocates, including vendarg] champions create TSM&O
awareness and understanding. These individualgn@ations, and/or companies
provide education to the market segments about TOMlutions through both

reactive and passive communications. Awarenessuaddrstanding can be created

through:
1. Common terminology (TSM&O. TOC, ITS definition/régtion)
2. Websites
3. Printed media
4, Surveys
5. Conferences and trade shows
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6.

Webinars

Second stages of creating preferences and action

Market segments have to be approached through proeetive communications in

order to compare different solutions, create pegfee and action and contextually

experience solutions. Examples of more proactivéstmclude:

1.

7.

R

Champions

Cost-benefit studies
Product reviews
Technical specifications
Model sites
Peer-to-peer exchanges

Expert communities

Third stages of reinforcing and building relatioipsh

Market segments are moving towards implementatiamd aequire active

communications, which reinforces the solution deais Active communications

create and build relationships with market segmesms provide forums for

continuous evaluation of the solutions chosen.

Potential active communication services include:

1.

S T o

Field studies

Reviews

Peer-to-peer (customer is advocate)
Awards

Personal assistance (technical expertise)

Conferences/panel discussions

Strategy 6: Drive people to the “master” website

A centralized website for Total Operations mustdgeeed upon by the stakeholders,
whether it is the DOT/ITS site, the NTOC site ootlrer Operations website. For the

purposes of illustration, we can consider the DO3$/Iwebsite as the primary

Transportation Operations marketing resource whidvides a logical focal point for a

coordinated marketing campaign. The master webkbibelld be considered ground zero
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in terms of ongoing communication efforts. Essahti it is recommended that this
website be considered and designated as a “masé#site, even if it is mainly a portal
to other resource websites. This will create ssistaent, strong, central branding element
that is easy to remember for the purpose of prargathe total operations concept and

market segments.

However, the website is currently designed as aipagesource and in order to have
greater impact it should be redesigned to be gaatidended communication strategy as
discussed in Strategy 2 above. Traffic and useesi mo be driven to the website through
other means of communications that include margeginnt materials, press releases,
email newsletters, agency newsletters, etc. Tinewst be a much higher visibility

attached to the site, given the enormous informatind resources invested in it. In
addition, the site must be recreated as a usemdfgie dynamic, interactive site that
changes daily if not weekly with updates and irgeng information. This creates repeat

traffic and word of mouth marketing.

Other sites must be linked and highlighted as nessuto the master website. These will
include:

0o www.ntoctalks.com

o0 AASHTO

o ITSA

0 Specific agencies, such as AMPO, ITE, ITMA

Tactical Recommendations
Align both push and pull strategies on the sitediffierent user bases:

o Create linked, searchable menu of solutions’ categdor users (push-focus) on
homepage. Link existing material content to the tarasebsite. For example,
create user categories that include:

Travel advisory systems
Traffic light synchronization

Freeway on ramp management systems, etc.
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o

Pull elements could include:

Create linked, searchable menu of total operatammeept benefits (pull focus), cross-

referenced to solutions’ categories, to homepadnes Tan be done by linking other

provider content to www.ntoctalks.com site, eg. FAMMASHTO, ITSA, et al. Example

of benefits include:

o

o O O O o o

o

Commute time savings

Gas savings

Environmental benefits

Case studies

Best practices

Actual metrics from existing projects

Public/non-expert articles or discussions of openstfocused solutions and
applications.

Frequently Asked Questions (FAQS) concerning toperations.

Simple examples of how total operations solutioas decrease maintenance

costs, lower taxes, etc.

Aggressively increase the visibility of the mastabsite using a variety of promotions:

o

0]
0]
0]

Adoption of a unified name for TSM&O/ITS/TOC
Consistent inclusion of the website URL by all pars/advocates
Use of search engine optimization techniques, gatupdates of content, et al
Refine key word searches based on total operatonsepts’ keywords/phrases,
e.g.
Transportation
Traffic congestion
ITS
Intelligent Transportation Systems
Travel advisory systems

Arterial management, etc.
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Find ways to keep users interested enough tothisitvebsite on a weekly basis:

0 Update content often, including news, services, ils@rs, conferences, case
studies, feasibility  studies, cost-benefit  studieset  al (see
communications/promotional vehicles identified inagegy II).

o Content needs to be updated frequently (homepadeast once per month) and
consistently (updates across the board)

o Create multi-user homepage content that is updagsdkly

Technical, currently used under “News” section

Non-technical, e.g. best practices featured

Create separate homepage space for events, e.gnaiglconferences open
to all

and technical/member-based only, e.g. ITSA confEeAASHTO meetings,
State DOT meetings, etc.

0 Create a BLOG that enables knowledge sharing whith between the different
market segments and all of the TSM&O participamtsan ongoing, 24/7 basis at
minimal cost.

0 Segment the blog into topics that enable efficiglentification and usage:
Peer to Peer Sharing; Funding and Resources; nicathssues and Best
Practices

0 Assign management responsibilities for each ofBh®G topics to relevant
agencies and organizations. Suggested assignmeutd be as follows:

Peer to Peer Sharing: AASHTO
Funding and Resources: JPO DOT
Technical Issues: ITE

Best Practices: AASHTO

o Find ways to post documents and templates for varigsues that people have
used successfully

o0 A designated webmaster or blogger would respomgutsstions and issues if
others on the BLOG are unable to respond withit@drs. This will ensure
that resources are found to address issues antdiansethat arise in any of

these specific topic areas
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o Each member organization of NTOC will share marigetiesponsibilities for
creating awareness of the BLOG by doing the folhmyvi
Establishing a link on their websites to the malftO& page
Placing ads in newsletters, magazines and othdicptibns advertising
the link to the BLOG
Highlighting items of interest and value from th&€ @G in newsletters,
magazines and publications

Create a reward system for contributing to the BLOG

The TSM&O master website needs to increase stiskinBtickiness refers to the ability
to keep viewers in the website for longer periofisnoe.

Bring a search engine feature to homepage, whiowsl

0 native question searches

o0 key word searches

This, in turn, will allow user access to

0 simple solutions

0 templates

0 training resources

0

consultants

The site must be brought alive in terms of utilizieffective web design management
best practices and inclusion of an effective welterddesigner for regular
updates/upgrades. For example:
o Standardize page layout, e.g.
Menus, links in same places on each page
Use web-written text with brief descriptions andkB to additional
information resources, including different membeabsgites, e.g. “Arterial
Management,” etc.
o A homepage that allows customized user-friendlyrcdess, by keyword and

market segment terms
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o Radio buttons that allow users to define areastoch based on segmentation,
e.g.metro and high congestion and high interstaencerce.

o Add multimedia and/or interactive content to NTQt@,sncluding homepage

(@)

Pre and post video clips (flash diagrams) of eifecttraffic management
solutions, e.g. highway onramp systems, travelsatyisystems in use, etc.
Flash diagrams of effective arterial managementtgwis

Visual updates of new total operations concepttsmia underway

Feature “real people” solutions, e.g. commute tiggictions

Provide email/contact information for each subcatgg

Consumer/General Info

o O O O o o

Direct User — Vendor, Technical Assistance

Use the websites to push the marketing positionsTadnsportation Operations
consistently by having each TSM&O constituent wibstilize the positioning statement
of TSM&O.

Strategy 7: Build a champions program

TSM&O champions are a critical part of the adoptmncess. Champions provide the
human interface that is critical in all programsjpcts; however, real champions are
those “go to” individuals that usually are the lssiand do not have significant amounts
of free time. The need for a champions program ngesntly highlighted in the ITS JPO

newsletter regarding the need to develop projeatngion succession plans in order to
avoid “orphaned” projects (“Great Lakes” ITS prdjemsanagement experiences). The

objectives in building a TSM&O champion program are

Identify TSM&O champions, including both technieaid political champions
Use TSM&O champions effectively

Support and reward these champions

WD P

Encourage other individuals to become TSM&O chamgio

Tactical recommendations
1. Identify TSM&O champions through NTOC member orgations
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2. Create a special database for communications tr@etTSM&O champions

3. Provide opportunities for champions to share ssodé success, challenge and
failure

4. Publish these stories on the web, in newsletteddramedia releases

5. Provide opportunities for champions to serve as &EMexperts nationally

6. Include them on an “Ask the Expert” list on the Mbd®&ites web page or add
them to the Resource Center technical expert veasrteam.

7. Invest in champions

a. invite them to lead educational sessions or routesafor annual agency
conferences
b. subsidize travel costs

8. Give annual national awards for the best TSM&O getyg in the country, and
recognize the champion

9. At any membership organization’s annual meetingonspr a special
“Champions’ Dinner” in recognition of TSM&O champi® and their
accomplishments

10. At the AASHTO Annual Meeting, start a “50 Statesa@ipions Award”, where
each state selects a TSM&O Champion of the Yeariwhecognized and invited
to a special dinner

11. Utilize the Webinar to broadcast an “Ask the Chamnpf’ series once a week

12.Each week feature a product or service and briggtteer all of the champions
who have lead projects with those interested imiag

13.Target others in the same segment or those corgingplkame TSM&O product
or service

14.Webinar-based, “Ask the Expert” series will be sblled in advance and
publicized by NTOC member associations to their imership

15.Include a list of champions, organized by markegnsents and by TSM&O
products/services on the Model Sites web pageh@®mrHWA Resource Center
Operations web page

16. Ask existing champions to identify future champions
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Strategy 8: Create a model users program

A model users program will enable peer to peer camaations, studies information
sharing and ease of identifying those agenciesesst@ounties and people who have
implemented a given TSM&O service or product susfely.

Tactical Recommendations
Compile a database of the cities, regions and sstiat have implemented selected
TSM&O products or services successfully. Eachwitelist a lead person (or champion)

in the following four categories: Champion, Buddgetchnical assistance, Funding.

These individuals will be tapped to provide supptwt others via: peer-to-peer
exchanges, examples, case studies and personabrsupp email, coaching and
mentoring. Development of an awards program higlilgy “Best Use of Signal
Synchronization Systems,” “Best Use of 511, etw.showcase both the cities and
TSM&O initiatives/systems.

Other tactical recommendations for creating a madets program include:
0 Use FHWA Resource Centers Operations Team aslifiestcontacts for online,
email and phone support
o Providing operations team technical experts in@)strategic locations
San Francisco
Baltimore
Atlanta
Olympia Fields (Chicago)
St. Paul MN
Lakewood CO (Denver)
Currently provide technical support line, email gogt, project support by request
Covers broad range of ITS product and service areas

Main customers are FHWA offices

o O O o

Can include the listing of model users and chanmgp@s resources for additional

contact and expertise
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o Adapt Resource Centers Operations Team to suppaatketing and
communications of its technical experts on TSM&O

0 Rename the Transportation Team page with a duplidamain name for ease of
use: ITSTechSupport.com

o Drive traffic to the site by publicity and markeaginbrochures, postcards, press
releases contain information and accessible web pag

o Coordinate with NTOC member organizations for disttion of materials

o Coordinate a list of champions as field expertspwlan mentor and provide
technical assistance on specific TSM&O productsises

0 Issue news releases regularly targeted at margetesgs; send them to member
organizations, RPOs, MPOs, other agencies.

o Link to the Resource Center Operations Team frdnotaer ITS websites, and
Resource Center will link to the main ITS infornoetal sites

o Put alink for “Technical Support for ITS” on all$ Stakeholder websites with a
link to the Resource Center Operations web page

0 Make sure the model sites page links to other TSMg&Dsites

Strategy 9: Create systematic peer-to-peer excharge

In the overall marketing strategy, given the dieeuser groups and stakeholders as well
as the complex and large number of Transportatiper&@ions services and products,
there is a need for an efficient system that diyeobnnects users and decision-makers
with their peers in similar contexts. The TSM&O wetk needs to provide a model for
the network and create real-time databases. Atpegeer exchange model might include
direct communications, on-line forums, conferenoanections, instant messaging, file

sharing, all facilitated by a centralized coordarat

Tactical Recommendations

Individual TSM&O advocates are encouraged (eithgserson or virtually) to create and
conduct dialogs about TSM&O topics, which becomes®®al Exchanges that create
“‘ownership”.

o Agency Word-of-Mouth Marketing
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Build TSM&O brand
Direct information sharing through personalized saggs (brochures,
mailings, emails, links to websites, special events
Knowledge sharing between agencies and users
Viral marketing
0 Peer-to-Peer Communications
Instant messaging

File sharing

A peer-to-peer exchange can be developed utilizingmber of the existing vehicles and
organizations in the TSM&O community:

Step |

TSM&O “talkers” — individual TSM&O advocates

Short Term Advanced
Informal stage wherein Champions, influencers,
volunteers and existing agents and “evangelism”
customers are encouraged |to programs are cultivated to
meet and exchange views facilitate TSM & O
conversations

Step Il
TSM&O topics become the launch pad for champioasgpdiscussion, synchronous and
asynchronous TSM&O conversations

Short Term Advanced

Conversations begun usin
special offers, new products

Viral marketing campaigns
buzz stunts, new features

VO

effective services, and othg and others, used to generate
incentives to generate conversations
conversations
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Step Il

Formalized TSM&O communications tools/vehicles ased to generate conversations

Short Term

“Tell-a-colleague”
program
Forwardable email
conversations

List serve groups

Step IV

Advanced

Blogs
Online TSM & O
Communities

Message billboards

Interactive agency participation to generate cosatgons

Short Term

Agency representatives
participate in or host blogs
and message board
conversations

\*2J

Step V

Advanced

Interagency outreach teams,
public relations campaigns to
enhance awareness and facility
pull marketing, enhanced
customer service to promote
value and ease of TSM&O
programs/systems

Centralized tracking/measurements to define arbagayest and generate target market-

specific conversations

Short Term

Commonly available,
generalized tools, e.g.,
Blogpulse, Feedster,
Technorati and Google

Advanced

Advanced metrics programs ar

trend analyses to define future
conversations from both formal

and informal TSM&O
resources, individuals, agenciq
and businesses

d

h

bS
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Strategy 10: Connect the dots between NTOC agenciasd efforts to foster TSM&O
The number of TSM&O agencies and organizations imgrkindependently to
communicate information about TSM&O results in gigant confusion, a lack of focus
(e.g. terminology), overlap and duplication of effoand gaps in the information or
follow up. Clear roles can be assigned and cem@dlcoordination should be cultivated.
Coordination requires facilitating collaboratiororin the various TSM&O constituents
around key target market segments. Acute awaresfestio is doing what to promote
TSM&O needs to be fostered and efforts to key payeeds to be openly noted.

Tactical Recommendations

o Create a new position or reassign an existing petscerve as the national TSM&O
marketing director, who will be the coordinator &t centralized national marketing
efforts in TSM&0O. Empower that person to coord@aatl agencies and high level
efforts to increase adoption via strategic commatioos efforts. This will require a
full time effort.

0 Request each agency or organization to designage paint person to manage
TSM&O information, and that person will participat® various communications
activities and attend TSM&O related functions. Taeticipating organizations will
include the members of the NTOC Transportation @jpanrs committee and any
others that logically should be included.

0 An advisory committee can be created comprisediol ®f these TSM&O designees
from each of the agencies and organizational std#ehs.

o Create monthly call-ins for discussion on a spedcdpic of interest

o Empower agencies and organizations to assist indeetification of funds, grant

applications and to facilitate ways to get fedéumading for TSM&O.

Create general templates for coordination and actean between stakeholders to help
achieve marketing objectives:
o To maintain segmentation focus, lead role playelido& those that interface with
the targeted market segments

o Organizations continue to perform core functions
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o Cross marketing and leveraging of resources mustcdramitted to by all

stakeholders

An example of a major metro market segment temphagit include:
0 AMPO and AASHTO as the lead role players
o Constant players for each market segment would HW&/A& DOT, NTOC as
umbrella organizations with designated roles of ke@ng support to be
determined/agreed:
FHWA and DOT provide marketing materials
NTOC to coordinate all other marketing materialsl 4o interface with
direct line agencies AMPO and AASHTO
AMPO and AASHTO to provide distribution of infornat on key
TSM&O products used by the major metro segmentwahsites, emails,
newsletters, mailings, conferences and workshops
ITSA vendors would provide product support and téchl expertise
FHWA Resource Centers Operations Teams would peowud person

technical expertise for products/services usedelgynent

Web based and online Promotions:

o0 Major TSM&O sites maintained by DOT, FHWA, NTOC, SNTO

0 Secondary sites target membership and constitupramtained by NTOC
member organizations: AMPO, ITMA, NACo, etc.

0 Websites must be prioritized by functionality aegments

o Listing of all TSM&O related websites should be ate®l in one marketing
document by function or content

0 NTOC member groups to be front line distributionadif online documents and

resources to its members and constituents

Print Materials, Case Studies, Peer2Peer and Ritibhs:
o DOT and Volpe Center create and update major relsestatistics, studies on ITS
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o0 Marketing of print materials must be coordinatedwsen DOT, Volpe Center,
NTOC and other NTOC member groups
0 NTOC member groups to be front line distributionnohterials to its members

and constituents

In Person Support:
o FHWA Resource Center Operations Team
o Email, phone and in person project support
o Broad technical expertise, focused on most commaosaéd ITS: arterial, traffic
systems, incident management
0 Add staffing expertise over time in specific ITS

0 Rely on Member organizations for marketing and eath

ITS Vendor Support:
o Input on blogs
0 newsletters

o0 conferences.

According to research results, many ITS vendorvigeosignificant input on locating
and writing grants to sponsor capital purchasdswodware and software. Using vendors’
inputs for existing and future communications védgcwill provide a better-informed,

user-interested base of TSM&O influencers and dmeisakers.

Additionally, increasing overall attendance frone tharious TSM&O constituents at the
vendor-based ITS America convention, along with ragding TSM&O educational
content (impartial seminars, including best prad)cand breakout discussion and
networking sessions at the ITS America will incremadly increase the TSM&O focus

among all constituents.
VIIl. IMPLEMENTATION AND MANAGEMENT APPROACH
The successful implementation of a national stiatemarketing initiative for

Transportation Operations will be dependent upenability of the key stakeholders to

5



reach agreement on the roles that each will plagggtorward. In addition, there needs
to be a strong, ongoing commitment to stay withldasic plan and strategies in order to
reach the overarching goals and objectives. Tiwdleneed to be clear accountability in
addition to the discouragement of stakeholders imgrkindependently without

collaborative efforts.

Efforts should be made to ensure that all stakemsldare actively engaged and
committed to the plan with involvement at the higfhkevels of all of the agencies and
organizations that play key roles in Transportatiperations. The logical players would
be those who comprise the National AssociationskikigrGroup (NAWG). Currently,
NAWG is a desighated committee within NTOC for coomeations and outreach under
the auspices of NTOC. A possible way to make tiiaissition would be to transform the
NAWG working group into an official TransportatidDperations Advisory Board to
coordinate the national marketing and communicatexctivities centrally. A designated
Transportation Operations Marketing Director wowldrk integrally with the Board and
would be supported by the Advisory Board to achiageeed upon marketing objectives;
however, the lead role for the oversight of the Réting Plan would rest with the

Director.

The current members of NAWG are the following ongations:

American Association of State Highway and Transggarh Officials
(AASHTO)

Association of American Railroads (AAR)

American Planning Association (APA)

American Public Transportation Association (APTA)
American Public Works Association (APWA)
Association for Commuter Transportation (ACT)
Association of Metropolitan Planning Organizati¢gA$1PO)
[-95 Corridor Coalition

International Association of Chief's of Police (I/R¢
International City/County Management AssociatidDNIA)
International Municipal Signal Association (IMSA)
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Institute of Transportation Engineers (ITE)
Intelligent Transportation Society of America (ITBA
National Association of Counties (NACo)

National Association of County Engineers (NACE)
National Association of Development OrganizatioNADO)
National Association of Regional Councils (NARC)
National Conference of State Legislatures (NCSL)
National Governors’ Association (NGA)

National League of Cities (NLC)

Public Technology Institute (PTI)

Transportation Research Board (TRB)

Role Players
The following highlights potential roles that theykagencies involved with TSM&O
constituents could play within a centrally coordeth TSM&O framework to create a
comprehensive integrated system of email, pringijyeand other resources. All of these
efforts should be coordinated with the Marketingedtor. Following the lead agencies
are guidelines to assist state and regional offtegsparticipate actively in the marketing
initiatives:
FHWA
o Provide main coordination, support and resourcethi Marketing Director, the
Advisory Board and centralized marketing efforts
0 Lead general national marketing efforts at higlelseyor branding TSM&O,
advertising, print materials and other general camgations
o Maintain responsibility for overseeing the mastebsite in coordination with
JPO, which will implement and provide ongoing upddibr the site
0 Spearhead "Total Operations Concept” branding
o Coordinate national public relations campaign Isyiisg press releases about the
total operations concept, and monthly releasestapmcific advances or
achievements in various TSM&O products and services
0 Support the Advisory Board efforts in the implenaiun of the marketing and

communications strategies
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ITS JPO

Provide primary source of research, information stadistics on ITS, and
publications on the same in coordination with tharkéting Director.

Revamp and then continue to maintain DOT ITS/Trartsgion Operations
website on an ongoing basis, in coordination with Advisory Board and the
Marketing Director. For example, create and uplaagarchable, cross-
referenced database that draws upon all of thenre#onal/marketing resources
accumulated. This “Master” search engine would thenpdated, groomed for
content and relevancy under the terms of the opesaflow chart ultimately
adapted, based upon the template shown in the Alpperhe objective is to
maintain one all-inclusive, updated database feratons related information
sources. Keyword and subject searches would praddess to all identified,
credible resources at one time. Update the coofahe database, at least
annually.

Conduct national webinars for targeted market segisngo as to obtain feedback
from specific market segments. Create email roatifons to the Advisory Board
and NTOC members regarding webinars and repotsauitseobtained.

Publish case studies and peer to peer studies tketreegment. Publicize these
studies and examples to market segments and #sgiective member
organizations.

Create a branding campaign for the total operatiomsept by using it in each
and every communications document or website thstamything to do with
TSM&O.

Distribute clear and concise definitions for “operas” and TSM&O that are
understandable across the board regardless ofitatlerpertise

Solicit speakers at national conference from amumn of four of the major
players

Develops interagency/player awareness of ITS/TSMg&es and solutions
Creates awareness of needs/challenges at variogstaency levels

Designate 2-3 members to take responsibility fardimating attendance at ITS

America national conferences by Transportation @yans stakeholders
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-Designates will establish goals for attendanceciaes at the conference and
-Direct contact with each ITS America conferencsigiegate at each of major
role players
o Designate 3-4 individuals within organization tmodinate and classify ITSIJPO
case studies based within the following major desrereas:
Traffic Incident Management
Road Weather Management
High-Occupancy Vehicle Facilities
Arterial Operations and Traffic Control Systems
Highway-Rail Intersections
Freeway Management and Operations
Traveler Information
Intermodal Freight
Commercial Vehicle Operations
ITS Architecture Conformity
Vehicle Infrastructure Integration
Emergency Management and Public Safety
Intelligent Vehicle Initiative
Cooperative Intersection Collision Avoidance 8ys$
o Designated individuals would be responsible forrdowmting with FHWA and
NARC counterparts to create a master list of cagdiess from FHWA, ITSJPO,
and NARC.
o Designated individuals would be responsible foratpd) the case studies on an
annual basis and soliciting new case studies.
AASHTO
o Provide key leadership and support for State D@Tatticipate actively in
marketing roles of TSM&O and ITS
0 Maintain a blog and promote the blog to AASHTO ¢itnents
o Communicate the news/new findings from Technologplementation Group to
segments by usage of blog and create a blog sdotidrechnology

Implementation Group to communicate with influerscand implementers of
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TSM&O in order to share knowledge and experiencealbas encourage
communication and cooperation.
Channel the total operations concept positioniatestent throughout its
committees and subcommittees
Add sections on TSM&O in annual meetings to fodfterbranding of total
operations concept
Brand total operations concept on legislative ll&yeconvey the total operations
concept positioning statement in transportationtinge and briefings
Key Constituent Agencies: NARC, APWA, AMPO, NACo|TMA, ITE
Provide leadership between key constituents, DQilnaarketing initiatives
Create a link between the bloggers (influencersngsg on the blog) and the
specific constituent leadership. For example, NARELIId reach out to link up
MPOs and the Hill, by addressing issues to the M&€tthe Hill, such as
sharing their success/bad stories, experiencagntussues.
Brand total operations concept by conveying pasitig statement in all
marketing materials, newsletters, emails.
Monthly or quarterly, identify a constituent chammpiof a specific TSM&O and
publish his/her story (if possible provide his/kentact information so others can
contact this individual) an article similar to “Trhe Spotlight”
Coordinate with JPO to identify and classify reletvease studies based within
the following major demand areas:

Traffic Incident Management

Road Weather Management

High-Occupancy Vehicle Facilities

Arterial Operations and Traffic Control Systems

Highway-Rail Intersections

Freeway Management and Operations

Traveler Information

Intermodal Freight

Commercial Vehicle Operations

ITS Architecture Conformity
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Vehicle Infrastructure Integration

Emergency Management and Public Safety

Intelligent Vehicle Initiative

Cooperative Intersection Collision Avoidance 8ys$
Designated individuals would be responsible forrdowting with FHWA and
ITSIPO counterparts to create a master list of staskes
Designated individuals would be responsible foratpd) the case studies on an
annual basis and soliciting new case studies amlupdating the NTOC website.
Maximize the awareness of funding opportunitiescfamstituents by actively
participating in the blog and sharing its materials
Designate TSM&O experts to represent agency atingseor regional and
federal conferences
Educate constituents on an ongoing basis about TSM providing them with
FHWA's press releases and other public publishseg FHWA above).
Advertise the blog in publications and newsletssrd encourage its members to
participate, these public safety members are druclaog participation due to
their daily experience on the roads
Print clear TSM&O definitions on the last page wée/ ITMA Journal in order to
facilitate uniform adoption.
Create an annual recognition award for membersivaldiothe most innovative
and efficient implementation of TSM & O
ITS America
Provide key leadership between industry and carestts and users of ITS for the
improvement of TOC branding and adoption.
Create a link to the TSM & O blog on their webpagenell as on members
involved in TSM & O
Distribute the total operations concept positiorstegement to each
manager/president of their member companies, ageaaid institutions via
email, announcing the total operations concept

Make the same announcements to the U.S. Congmassigh the ITS Roundtable
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Channel the TSM&O definitions to its members vi& IAmerica News and
Forums

PTI

Raise awareness of valuable information and a@svielating to TSM&O
Encourage its members to actively participate elitog and share the knowledge
Create annual marketing survey instrument to megsuiblic awareness of
TSM&O initiatives and needs

Publish on NTOC website to create more awarenepshications and
information access

Compile and analyze data to assess public awareness

Create news release for newspapers, radios, adsieh publication of survey
results and potential solutions to most frequemtintioned TSM&O issues
(developing and assessing pull strategy success)

FHWA regional offices

Make resource and technical team call in numbedssapport information
available to regional, metro and city TSM & O usleyanarketing through NTOC
members

Field technical as well as budget questions abuarlevels, and make sure that
there are experts that can respond to all queshionsdifferent market segments
Fund (direct or in-kind support) coordinator to msee centralization

Each FHWA staff member would be responsible fonding one ITE member to
the ITS America national conference.

National TSM&O conference would be better attended

Facilitation of partnership and alliance betweehliguand private operations-
focused professionals

Provide specific, non-technical and technical exXaspf TSM&O assistance
provided by regional help teams

Publish regional help team availability (with exdeg) on all TSM&O
newsletters

Designate 3-4 individuals within organization t@odinate and classify NARC

case studies based within the following major desrereas:
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Traffic Incident Management

Road Weather Management

High-Occupancy Vehicle Facilities

Arterial Operations and Traffic Control Systems

Highway-Rail Intersections

Freeway Management and Operations

Traveler Information

Intermodal Freight

Commercial Vehicle Operations

ITS Architecture Conformity

Vehicle Infrastructure Integration

Emergency Management and Public Safety

Intelligent Vehicle Initiative

Cooperative Intersection Collision Avoidance 8ys$
Designated individuals would be responsible forrdowting with ITS/JPO and
NARC counterparts to create a master list of casdiess from FHWA, NARC,
and ITS/JPO and then posting to NTOC website.
Designated individuals would be responsible foratpd) the case studies on an
annual basis and soliciting new case studies amupdating the NTOC website.
Regional Planning Commissions and State DOTs
Create statewide public relations campaigns tobi®M&O/ITS/TOC to the
public and their city, metro and regional player§ EM&O. Create press
releases for new products and services being inmgrleed. Use examples of
success stories from other states or from regind<scaies within the state to
educate the public and the implementers of thefiisroé TSM&O and the
specific TSM&O products and services.
Create a funding road map for city, metro and negii@ntities that will assist
them in finding opportunities to get state fundingTSM&O. Publicize the
funding road map through AASHTO, AMPO, NACo webditéks, or through the
ITS JPO website.
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o Maximize the links in current State DOT website$in& up cities and regions in
implementing TSM&O

0 Include seminars and workshops at any State oomagtransportation meetings
on TSM&O, in order to position TOC and to createssrcommunications
between cities, metro areas and regions

o Distribute clear and concise definitions for “operas” and Total Operations
Concept that are understandable across the bogeddiess of technical expertise.

o Coordinate with NCSL in order to identify needsetdcted state officials, e.g.
cost benefits, constituent demands.

o Find ways to facilitate partnerships and allianocesveen operations-focused
state and county professionals, providing oppotiesat conferences to network
and share information.

IX. TRACKING AND CONTROL

The achievement of the strategic marketing goald ahjectives is contingent on
successful implementation as well as measuremeamile$tones. The data collection and
generation of statistical information to the TSM&Bers must be updated on a more

frequent basis than in the past, in order to keepyghing current.

At minimum, TSM&O surveys on marketing percepticarsd communications, usage
rates of websites, etc., should be conducted amanal basis to monitor the progress of
the marketing and communications initiatives bamglemented. Benchmarks must be
measured in order to ascertain the successful aseren TSM&O usage. This will
include monitoring measure such as number of imegjirinformation usage rates by
various agencies, percentage of budgets spent enatas, percentage of budgets spent
on ongoing operations maintenance and usage rdteheoTSM&O systems once

installed.
In addition, using the baseline adoption ratestlierkey TSM&O services and products

gathered in the most recent DOT survey (see Appejli rates of adoption should be

measured on an annual basis if at all possiblespadifically in relation to the objectives
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agreed upon. Once that data is compiled and umdersbngoing adjustments can be
made to the communications strategy and other &spleat may facilitate the adoption

rates.

A sample Flow Chart is included in Appendix G, sesfing a process for coordinating
the tasks of intake, support and tracking that weilhance the implementation of
marketing and communications coordination. ThewFIGhart revolves around an
Advisory Board comprised of the organizational stalders and a Transportation
Operations Marketing Director (for either a newlseated organization or within an
existing organization structure). The Advisory Bba main role will be in supporting

implementation of the plan and the achievementhef plan’s objectives through the
management of the overall plan’s progress, tragkingrdination and other areas of the
outreach and communications efforts. The Board alslo agree upon the various roles

to be assumed by the stakeholders.

In order to help track information from the largeinmbers of stakeholders and
constituents, the following is a starting point #oischedule to implement and track the
recommended marketing and communications actiam flianing and monitoring can be

adjusted to reflect potential variances in the itddl and needs of NTOC and its

membership base in accomplishing marketing strasegnd action plans.

June to August 2007
Select a national TSM&O marketing coordinator aedior
Select and convene the TSM&O Advisory board for pleposes of marketing
and communications
Make early decisions on certain initiatives inchglipositioning statement to be
utilized nationally
Agree on target segments to be prioritized and rgépéan on how to implement
a segmented marketing approach
Share and discuss marketing plan and communicabbiectives with NTOC

members to obtain buy-in and membership support.
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Develop NTOC member consensus on the strategiesaetimh plans to better
define the specific action plan/communicationsitacthat NTOC members are
able to implement.

Develop a 36-month plan of steps required to pdgetiinto place

Reach agreement between NTOC members on a ceatrdhizaster” website for
Transportation Operations and assign webmastegfuersto redesign and update
website, based on plan recommendations, in ordérive people to the “master”
website and increase optimize the site for seangmes. Viewer tracking should
be included in design.

Each NTOC member agency/organization should detggome internal point
person to manage TSM&O information for updating aedtralizing “master”

website.

September to December 2007
As a short term solution for creating an interaetivebsite, create a central or
main TSM&O BLOG and assign management responsdslifor each of the
BLOG topics.
Initiate work on the new updated “master” websitehwemail newsletter
campaign to all NTOC members and interested paitiekiding elected officials
(federal, state, county, and local).
Develop and launch the “champions” program.
Develop and launch model users program.
Plan and implement surveys to update annual infoomaon marketing
perceptions, information usage, etc.

Continuous updating of master website content drd® reviews.

January 2008
Review unique website (and redundant website) usage
0 An objective of increasing unique visits by 5% fraedesigned launch
through December 2007 should be considered thedseyt.

Solicit user feedback, testimonials, suggestional.e
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Continuous updating of master website content drd® reviews.

Review additional action initiatives to implement.

January 2008 through July 2008
Annual national award for the best TSM&O projectsthie country, along with
formal recognition of the selected champion.
First “560 States Champions Award presented.”
Summary of the last 12-month progress as a spedi@bn newsletter.
o0 Website usage/gains
o Key gains, e.g. adoption/standardization of TSM&®@rntinology,
testimonials on revitalized TSM&O efforts, et al.
Review feedback and website use, making adjustnasnteemed necessary.
Continuous updating of master website content did® reviews.
Review and implement additional action initiativesg. new best practices,
additional case studies, more cost-benefit analysipand technical resource

volunteers, et al.

August 2008 through July 2009
Monitor Results: Increase TSM&O adoption in Segmeviajor Metro) by 5%;
Increase TSM&O adoption in Segment 2 (Model Stat®g)10%.; Increase
TSM&O adoption in Segment 3 (Dynamic Medium Metbg)8%.
Annual national award for the best TSM&O projectshie country, and recognize
the champion.
Continue programs, i.e., “50 States Champions AWward
Summary of the January 2008 through July 2008 pssgas a special edition
newsletter.
Conduct a national online survey to measure theativienpact of the marketing
plan.
Continuous updating of master website content drd® reviews.

Review and implement additional action initiatives.
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August 2009 through July 2010

Monitor Results: Increase TSM&O adoption in Segnieby 5% from July 2009;
Increase TSM&O adoption in Segment 2 by 10% frorty R009; Increase
TSM&O adoption in Segment 3 by 8% from July 2009.

Continuous updating of master website content dri@d® reviews.

Review and implement additional action initiatives.

Revise marketing plan

Below is a sample visual template for charting\aiéis, milestones, and goals.

Action ltem

0-30
days

31-60
days

61-90
days

91-120
days

121-181
days

Over
181 days
and

Ongoing

Share/discuss marketing p,
communications, and action plan
objectives with NTOC members to
narrow the specific communications

recommendations that it will/can

implement and solicit buy-in/approval.

Develop a realistic budget, ident
resources that can be applied to actiq

plan recommendations

n

Develop 30 to 60 day plan f
necessary steps to implement existin
budget plan in alignment with adopte
marketing strategies

O «Q
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