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Draft Meeting Notes

Welcome and Introductions, Elwyn Tinklenberg, MN DOT
Commissioner Tinklenberg thanked the Policy Committee for their time and their efforts of the past 18 months, which has borne fruit as Phase III of the 511 program starts.  Eight locations are operational and more this year including the San Francisco Bay Area with a strong transit component.  511 is evolving with many good ideas and the Coalition is trying to maintain energy, leadership and commitment.  We have accomplished a lot toward our goal of a nationwide 511 and expectations are growing as we drive service quality.  The objective of the meeting is to gain input.

Greg Cook noted that 511 has really progressed – many areas are looking to roll out 511 even ones that you might not consider likely candidates like Montana.

Larry Yermack stated that the media understands 511 in a heartbeat, but they still cannot grasp ITS.  Is our vision for 511 too limited?  We need to look to create a national interoperable system and we cannot think small about where we want to be in 2010.

Status Report on 511 Deployments and the Coalition, Jim Wright, Staff Director, 511 Deployment Coalition
Jim Wright’s presentation was distributed to the Policy Committee and posted on the Web.  See 511 Deployment Coalition Update presentation
Minnesota has seen a factor of ten increase in the number of calls.  

Jim Wright provided the Working Group Task Force Update:

The Business Models Task Force is looking into advertising the service and calls with advertising to stretch the current thinking.  The Data & Information Sharing Task Force is looking at data transfer and data needs like testing, standards and architecture, which will address some interoperability issues.  The Marketing and Outreach Task Force has some clearinghouse activities underway that ITS America and the US DOT area actively involved with.  There are some brand management issues with deployers requesting logo changes which, to date, have not been granted.  There are some outreach activities at the upcoming APTA annual meeting and the World Congress.  ITS America is looking to do more 511 consumer market research with a 511 customer focus.  The Roadway Content Quality Task Force is considering tighter guidelines in this area that will include journey times.  The Transit Content Task Force is an emphasis area looking at best practices and marketing opportunities with local deployers.  The Weather Content Task Force is expanding and updating the guidelines in this area.  The Wireless Carrier Coordination Task Force is led by Bill Jones and has had a few meetings, which have revealed no impediments to rolling out 511 wirelessly.  

Are their concerns and discussions about information quality? What is the robustness of the data?  What is needed for data collection?  The infostructure workshop in Irvine may begin to address some of these issues.  The data set is critical and one needs organizational support and a commitment to quality.  Has a decline in usage been seen?  Are there data problems evident?  Is the information acceptable?  Are there repeat users?  Orlando is receiving fifty thousand calls per week.  We need to improve quality through the working group task forces before the customer gets jaded.  

Any progress on post-deployment research?  Virginia is starting their 18-month evaluation period.  Implementers need to collect customer feedback, as we cannot just rely on market research.  A standard customer feedback mechanism is a good idea and it is needed.  The Bay Area will be able to gather feedback while the customer is on the call.  It is important to get feedback at the point of usage so that the information is fresh and call intercept surveys are a good idea.  If customer usage is up, this will answer some questions as well.  Some existing systems will have been active while getting adjusted for when their busy season hits like winter.

A Vision of a Mature 511 System and the Roles of Players to Make the Vision Reality, A Facilitated Brainstorming Discussion led by Kathy Stein, Howard/Stein Hudson
Jim Wright presented the draft vision for the Coalition developed by the working group.

See A Vision of a Mature 511 System presentation
Two time frames – 2005 and 2010.  We were tracking wireless population because of Verizon, but let us be about what we can do instead.  We are looking to measure premium services and we need a critical evaluation of customers and the quality of service.  

The expectations of a recurring user and an infrequent user are different and the technology is not going to wait.  For example, within the I-95 Corridor Coalition, there are five hundred million intermodal trips per year that are in need of good, reliable, accurate information that serves local users, visitors and through travelers.  The service needs dependability and an understandability of the information – sometimes it is like dealing with another language.  Customers need to know what to expect when they move from system to system.  

There is a connection between usage and brand awareness.  Some will only use the service in a crisis.  We need to broaden usage to include the Web and other devices.  

There needs to be a national view on customer satisfaction so the deployers cannot measure different things.  On setting the goal and vision, more work is needed in this area.  We need to set the bar high in the funding assistance area.  We need to look at what impact 511 has on travel times in the region or during a crisis.  511 needs to become a routine way of doing business and the “must have” information.  We need benchmarks and accepted practices to get at customer satisfaction and this should drive other information gathering on the system.  We also need to measure Marketing and Outreach.  The Arizona Model Deployment will have an evaluation and we could develop performance indicators and benchmarks.  

We are in the very early stages of a new consumer service and we need a clear, crisp vision.  We need usage goals that are in parallel with the consumer electronics industry.  We need to get a handle on what kind of usage is expected over time, monthly or in a crisis.  The working group struggles with the reality of the situation and the Policy Committee needs to be bold and broad in its expectations.  The customer will be demanding even where the service is not implemented.  

We need to be in more of an attack mode and routinely get benchmark information on all parameters and need to establish and measure against benchmarks – quality, consistency and reliability.  

When we say majority, we mean at least 50%.  

We should look for regional interoperability in 2005.  

511 is a national brand and there are individual websites out there – we need to move quickly on that.  The Metropolitan Transportation Commission owns 511.org and they may be willing to share it.  

Need to balance data transfer and call transfer in practical implementation.  Data transfer is key to interoperability as consumers want information on their entire trip.  It is hard for city or region A to get B, C and D data – there are standards involved and call transfer is the far more proven technology.  

We need to make 511 a customer driven system vs. one that is operations driven.  

We could have 511 awards where deployers compete in moving towards the vision and perhaps have associations add awards in their programs.  

APTA will provide a forum to exchange information via a listserv and will add a 511 track to its marketing conference and it can jointly sponsor these with the Coalition partners.  

The vision is in the statements, but it needs to be more action oriented and as an overarching vision, it should stand for all time, not just the time periods of 2005 and 2010.  

Vision is:

· A customer service

· Ubiquitous brand awareness and coverage

· Complete customer satisfaction

· Timely, accurate, reliable

· Nationally Interoperable 

· Consistent in content, interface and quality of service

· Mission critical to travelers/users, transportation system operators, emergency and homeland security providers, and the information services industry

· Mix of “public good” and “value added” services

· Sustainable and vibrant

· Continually improving

· 511 is permanent

· Overall, improves efficiency of the nation’s transportation system

In our expectations for 2005, the goal for customer satisfaction should be 100% for those that launch 511.  The guidelines are for refining systems.  The customer needs to get from 511 what they need to make rational transportation decisions to modify their behavior.  National consistency is critical as there is a wide variety of information that the customer gets today and the expectations of the customer are different.  

The Governor of Virginia has stated that 511 is an asset and if 511 is considered a national asset then it could be funded from homeland security monies.  The #1 issue in America today is interoperability and people want to use 511.  Things to focus on since 9/11 are communications and interoperability.  There may be changing expectations for 511 like we have had over time for our cell phones and we need to migrate the service based on customer information.  

Transportation agencies have to respond to customer demands and we have to go from little data on the transportation network to a lot of information on it.  What are the new metropolitan areas that may have 511?  Users require this investment and the surge of usage that we are seeing leads one to believe that the information provided to travelers makes a difference on the transportation system.  The demand for this type of information comes from 511, not operations.  511 does not get cheaper with more usage.  We also must look at customer data and business models as we encourage the building of a base of millions of calls in a few years.  

This is an enormous challenge for government entities to develop a consumer product.  We need to be realistic with what people want and if this public / private opportunity can deliver customer satisfaction and provide an alternative for congestion.  We need to look at the base of information and pick it up so that a very good public service can be expanded with private sector involvement.  

The transit industry has a wealth of public information experience to offer.  Implementers need to do the best they can when they can do it.  To get 511 up and running there are going to be changes and enhancements and a sense of urgency is needed.  

The principles are a different picture than performance expectations – usage, investment, infrastructure and public sector limitations.  

The point where we are successful might be in 2005.  

511 is a customer driven multimodal traveler information service available across the nation via phones and other personal communication devices through locally deployed interoperable systems that result in a reliable, more efficient transportation system.  

Key themes:

· Stretch the vision

· Timeless

· Customer centric

· By 2005, we expect to be at ….

· By 2010, we expect to be at ….

Mission measurements need to be 100% across the board.  We are implementing 511 to improve transportation system options and provide information for decisions.  We need to keep 511 customer friendly and not turn this into a technology exercise.  511 is a service to make the travel experience better.  How do we tell the public about 511?  511 is like 911 but you get information for mobility without a live person.

We need to push the vision, aim high and make no “little plans.” 

“Make no little plans,

They have no magic 

To stir men's blood.” 

Daniel Hudson Burnham (1846-1912), an architect and city planner
Roles are looked at from a national view and on the implementer level.  We examine the effectiveness of the Coalition and the attributes of success.  The Policy Committee needs to maintain its energy, provide leadership and not fade away as issues come and go.  We tried to reflect on what has been accomplished, how we got here and what is ahead.  We could not have done all this without the Coalition and the support of the US DOT.  But the Coalition cannot do everything by itself and it needs to lay out options as we go.

What has been accomplished, where are we today, and what is in front of us?  Maintain contact with the FCC as a day of reckoning is ahead.  Watch over the experience with the guidelines and gather feedback from the guidelines users – were they useful, are changes necessary?  Provide a guidelines monitoring function.  A Coalition of the associations needs to continue and we need undivided support from US DOT.  A potential thing that the Coalition is uniquely suitable to achieve is the national interoperability issue and how to achieve it and the technical and political issues entailed.  The Coalition needs to tell deployers now to enable national interoperability later.  

The Coalition can provide a customer satisfaction survey that is meaningful, used universally and the Coalition can then aggregate the data.  The Coalition is an example of unique partnerships that continually raise the bar by showing innovations and we need to publicize these via case studies.  We need to measure the customer attitudes vs. their actual behavior, track measurable goals and expand customer satisfaction to benchmarking or performance monitoring.  The national image of 511 needs to be advertised and promoted in a common way.  We can use 511 as a prod to the development of the infostructure not explicitly, but we should recognize that this is a byproduct of our efforts.  The use of 511 is a movement with customer expectation created and the rest of the country needs to live up to it and disseminate this information to the public.  

What will the FCC value in 2005?  511 is going off their radar.  If the FCC does not need to do anything, then we have solved their problem and there will be no way to take the number designation away even today.  511 has been the fastest deployment of any N11 number.  Bill Jones will make his presentation available from his visit to the FCC.

Homeland security and 511 are linked as the federal government and large cities have a big issue in communicating with the public in times of an emergency event.  We should invite them under the 511 tent so that we could have more visibility, brand recognition and money as they are looking at alternative solutions.  The 2003 federal budget has twenty three billion for homeland security.  To have 511 available in time of national emergency, we must consider that in design, but it must not drive what we do.  511 is more valuable since 9/11 and a lot of agencies may want to use it.  We need to be careful on how to assist with homeland security without losing the identity of 511.

What is the role of the Coalition in reauthorization?  The average member of Congress does not know of 511.  We can push for the infostructure need associated with 511 in the reauthorization process.

We can share best practices, information and cost data for implementation, operation and other funding sources.  The Coalition should take a proactive role and look for adherence to the guidelines.  If the Coalition wants national interoperability, some of the emerging 511 systems will not be interoperable and somebody needs to be charged with making that happen effectively.  

511 is about calling for information on where you are going.  511 is a start up that has gone through its incubation phase with the Policy Committee as its Board of Directors.  In the start up phase, the Board of Directors looks at every issue, but as the organization matures the Board of Directors creates committees to work on specific problems.  The Board of Directors can make something happen by solving a problem or to direct or influence.  We have a collaborative model now with autonomous jurisdictions that are responsible for implementing 511, but it is difficult to “direct” and we can seek to “influence.”  There is a consensus around the guidelines, but the power of persuasion is needed to “sell” 511 to the next wave of implementers.  We have to ask if they are getting to the goals with the performance measures and did they use the guidelines, how are they working and what can we do to make them better?  Early assistance, advice and support is needed as there are guidelines issues in the planning states and the Coalition can review their thinking, planning process and the operations of the system.

After the Tampa retreat, 511 was becoming better known and there were some wireless issues but we have accomplished a lot and have built momentum.  If one goes from state to state, the road signs are all the same and this all happened somehow.  The federal government does not want to regulate in the 511 area, they want all to cooperate and get things done.  AASHTO and APTA are the owners and operators and in concert with the FHWA and FTA they get a lot of things done by working together towards “regulatory” guidance.  The DOT does not want to regulate and the organizations do not look on this favorably unless their constituencies say that it is a good thing.  This Administration is regulation averse and the supporting organizations have embraced and supported 511 as good for the country.  While our associations have adopted the guidelines, we have not encouraged our members to “use” the guidelines.  AASHTO and APTA members may not have 511 as a mission critical objective, but it is for ITS America.  Users need to have a place at the table as a cross pollinization of the Policy Committee is good.  We can perhaps develop criteria for participation in a council/organization to ensure convergence towards consistency and interoperability.

We need to focus on interoperability from a customer viewpoint to identify the key issues to be addressed to move towards national interoperability.  This conversation leads logically towards the Coalition putting out implementation recommendations.  A national system can evolve because it is interconnected and adheres to some rules.  We have to choose one of two paths: working with implementers to create interoperability or creating with users the expectation of interoperability that then forces implementers to address the issue. Creating expectations in the minds of users is a shifting of emphasis area for the Coalition.

“Nationwide” vs. “national” is an issue.  If we have the same look and feel everywhere then it is national.  Information is provided on a local basis, but the customer does not “see” jurisdictions so we have to develop a system around customer needs and think about some design issues.  Agencies are required to serve their customers.  Interoperability involves a technical decision that will not happen automatically.  The Coalition might want to have a model with implementation features, details, and etc., which actually may slow down implementation.  Regional interoperability expectations and issues need to be addressed as well.  The expectations of the users will drive the Coalition to build towards that expectation.  The implementers will be responsible to the customers who need to be engaged for their “pull.”  In the toll industry, regional interoperability is needed and national interoperability is desirable.  From banking, we get the ATM analogy where you can use your ATM card in your city, region, nationally and internationally.  The most aggressive, realistic approach we can take is to become the “promoter” of 511.  

Our goal is to have the guidelines assist the states and locals as they implement while keeping a connection with the private sector.  The Coalition’s focus must be on the implementers and the members of the associations.  It is time to take a look at the Policy Committee membership and adjust or revitalize its membership.  A small group is needed to guide the Coalition with a reaction from the users side like the American Trucking Associations and ITE for local involvement and invite NARUC and State Telecommunications Associations as well.  The associations can institutionalize the functions of the Coalition if they adopt and take to heart its mission.  The US DOT would welcome such an aggressive action with the associations to taking more of a lead.

We cannot rely on the customers to “push” this critical mass and we have to ensure the associations do not suffocate it.  Before shifting to the associations, we need a do vs. talk attitude.  We may have gone as far as we can go.  

We need to take a look at what needs to get done; what is going to be the role of Coalition; and task the associations with the role of structuring the organizations to be the focal point of implementation.  Consider the duality of the Coalition focusing on issues and the associations collectively focus on implementation.  Or a three part structure: Broad policy discussion (Policy Committee); implementing body (associations take the lead in organizing this) and figure out how in this mix that the working group needs to be involved.

We need to put research behind the effort.  

· Information sharing is valuable to the association members.

· Coordinate implementers.

· Push guidelines usage.

· Solve interoperability issues.

· Resolve broad and implementer issues.

· Working group talk about interoperability issues and deal with them.

· Put a positive spin 

Next Steps

The next Policy Committee meeting will be held during the week of February 24, 2003 in Washington, DC in conjunction with the AASHTO Legislative Briefing.

Commissioner Tinklenberg warmly thanked Christine Johnson for her efforts, outstanding leadership, vision and lasting contributions to making 511 a reality.  A certificate for Christine Johnson from the 511 Deployment Coalition will be hand delivered by John Njord of the Utah DOT.

Commissioner Tinklenberg adjourned the meeting.

8

