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DEAR OFFICIAL

Dear Local Government Official,

Counties and municipalities in America host numerous national and regional planned
special events including parades, festivals, and demonstrations, as well as many local
events such as block parties and neighborhood festivals. Special Events is also the term
given to unplanned, unwanted situations such as weather-related and other types of
emergencies.

Whether planned or unplanned, local jurisdictions need to be ready to mobilize and
respond by collaborating and planning together. Attention is always focused on how
the transpartation system is performing as a jurisdiction hosts a fair, golf tournament,
national political convention or other major event.

This case studies report has been developed to help you leam from others across the
country. Useful strategies include cross boundary leadership needed to direct trans-
portation, law enfarcement, emergency management and agency professionals who
maybe unfamiliar with these ideas or have a difficult time working together.

As an elected or appointed local government official, you'll find guidance for yourself a
well as for members of your staff who may be involved in planning, managing or
operating a planned or unplanned event.

The case study format offers an in-depth perspective of the different types of strategies
in use for particular special events across the U.S. Each example explores the chal-
lenges posed by the event, agencies involved, pre-event planning, day-of-event opera-
tions and management, neighborhood impacts and the relationship to other trans-
portation needs.

While each situation differs in size, type, and approach, all have one element in com-
mon: the commitment of local government leaders like you to provide a safe, comfort-
able environment for their community.

Sincerely,

Dr. Costis Toregas,

President

Public Technology, Inc.
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INTRODUCTION

Planned special events are among the most memorable highlights of the year
for large cities and small towns alike. Whether it be a massive event like New
Years Eve in New York City’s Times Square or July Fourth fireworks on the Mall
in Washington, DC, or a county fair, music festival, marathon or bike race, a
special event can embody a community’s identity, its past, its aspirations or sim-

ply its vibrancy, energy and diversity. Hosting major events such as Olympic
games or a national political convention can attract visitors and assert a citys standing as a
major metropalis. Opening a new downtown baseball park can serve as a linchpin for
downtown resurgence, as illustrated in Cleveland and Baltimore. Annual events such as
fairs, festivals, parades and races knit a community together, drawing people from all walks
of life to enjoy a festive day together. Special events create an opportunity for attendees to
break out of their routines, reacquaint themselves with a different part of their community,

and stimulate ancillary businesses such as restaurants and shops.

Many local governments work hard to draw large events such as national conventions
and to create and nurture other events such as fairs, parades and races. But the some-
times huge crowds from these events attract create challenges for the local transportation
system. Tens of thousands of travelers may overwhelm streets, highways, parking lots and
transit capacity. People traveling for work, shopping and other purposes unrelated to the
event may be startled and upset to find themselves stuck in event traffic. Those attending
the event may become lost on unfamiliar streets, highways or transit facilities. Steps made
to accommaodate crowds, such as closing streets or redirecting traffic, may anger local
business owners and residents.

Local government officials planning special events must anticipate these unique challenges
for traffic, parking and transit. Quite often, they must also address institutional and inter-
Jjurisdictional challenges. Transportation, public safety and other agencies unfamiliar with
one anothers operations, capabilities and missions can find it difficult to work together.
Worries about resource requirements and distrust between uniformed and civilian agen-
cies, or between central city and suburban jurisdictions, can impede effective planning.

On the other hand, planning for special events offers opportunities to enhance the per-
formance of the transportation system and foster interagency bonds. The traffic, parking
and transit needs for special events can catalyze investments in advanced traffic manage-
ment systems, closed circuit television cameras, variable message signs and sophisticated
traffic management centers. Once these are in place, traffic agencies can showcase the
value of their investments. Similarly, transit agencies can serve riders who do not normally
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use bus and rail services and thus acquaint them with the value of the agencys services.
Agencies can also use the compelling needs of upcoming events to form and strengthen
effective working relationships.

Through a case study approach, this report describes successful experiences with manag-
ing travel to and from special events. For elected officials and senior city and county man-
agers, the report highlights key lessons based on the experience of cities and counties
with meeting traffic, parking and transit needs for special events. Also included are met-
rics that itemize how various cities and counties have solved common organizational, plan-

ning and operational challenges associated with transportation for special events

"4----.“ s | o in "'- ol 4 nort
Gase studies in this repori

The case studies highlight seven diverse special events taking place across the United
States
@ Dallas, Texas — State Fair of Texas
Los Angeles, California — 2000 Democratic National Convention
Monroe County, New York — weather emergencies
 New York City — New Years Eve in Times Square
& Northern Virginia — traffic management after July Fourth fireworks display on the
Mall in Washington, D.C
i Phoenix, Arizona — Bank One Ballpark baseball games

@ San José, California — Compaq Center hockey games and other events

The transportation planning and management for each event are described in detail. After
summarizing key points, each chapter relates:

B Challenges posed by the special event

# Agencies involved and their responsibilities

i Pre-event planning

8 Day-of-event transportation operations and management

B Neighborhood Impacts

B Relationship to planning and management of other special events and other trans-

portation needs

The case studies are based on interviews with managers directly responsible for traffic,
parking and transit for each event and a review of relevant documents. Agencies repre-
sented in the interviews included city, county and state transportation agencies, local law
enforcement agencies, transit agencies and organizations responsible for community liai-
son. One-day site visits and personal interviews were conducted for case studies in San
Jose, Los Angeles, New York and northern Virginia. Telephone interviews were conducted

for case studies in Phoenix, Monroe County and Dallas



The examples were selected to represent different types of events such as sports events,
political conventions, state fairs, fireworks displays and weather-related emergencies. They
offer insight into events that occur on a regular basis, those that are held annually, and
major one-time events. They also reflect geographic diversity, different city sizes, down-
town and other locations, and weekday and weekend events.

All seven of the events attract tens of thousands and sometimes hundreds of thousands of
people and thus potentially impose a heavy strain on transportation capacity. Some of the
approaches and strategies are applicable to smaller as well as larger events.

Six of the seven are planned special events where the date, time and location are set well
in advance. Detailed transportation planning is carried out for each. The Monroe County,
New York case study examines planning for weather-related emergencies and the experi-
ence with three such emergencies (a blizzard, ice storm and windstorm). Monroe County
prepares detailed plans for responding to weatherrelated emergencies. Although the tim-
ing and magnitude of these situations are obviously not known before nature strikes, this
case study illustrates significant commonalities between preparation for emergencies and
for planned special events, and the opportunity to cross-pollinate between the two types

This report can be used by local elected and appointed officials, transportation depart-
ments, law enforcement agencies and event organizers to help prepare for special events

CHALLENGES
AND STRATEGIES

Anyone planning a major special event can quickly list a
wide range of concerns, issues and problems that must be
addressed. The case studies beginning on p. 21 illustrate
successful plans, programs and services {o solve a variety
of challenges. The charts on the following pages summa-
rize the challenges faced by each local government and
the strategies used to address them, while the case stud-

ies themselves provide more complete detail. mone
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CHALLENGE

MANY CITY OR COUNTY
DEPARTMENTS
INVOLVED; NEED HIGH
LEVEL OF INTERAGENCY
COORDINATION

MANY DIFFERENT
GOVERNMENTAL UNITS
INVOLVED; NEED HIGH
LEVEL OF INTER-
JURISDICTIONAL
COORDINATION

STRATEGY

Appoint citywide coordinator with
mayoral mandate and support

Designate lead depariment with
authority to obtain cooperation

Coordinating committee or task
force with regular meetings

Build on existing relationships
among staff from different agencies

Build on existing strong relation-
ships between sister agencies

Bring in other agencies with
strong ties to all agencies
involved

Tilaly]

EXAMPLES

Los Angeles
New York (New Year's Eve in

Times Square)
San José, Phoenix, Los Angeles

All case studies

Los Angeles

Los Angeles (county Sheriff
Department had strong relation-
ship with cities within the county)

WHY IT WORKS

Coordinator has authority to get
things done

Department has authority to get
things done

Ethic of cooperation and collabo-
ralion; task force members have
both authority to make decisions
and responsibility for measurable
results; regular meetings estab-
lish deadlines (complete task X
by next meeting)

Familiarity and trust already
established

Familiarity and trust already
established

Familiarity and trust already
established



The charts on these pages itemize specific challenges or problems encountered by local

governments in the case studies and the solutions they used to address each. It serves as

matrix of methods to solve particular planning, institutional and operational problems

y local government officials move through the stages of organizing, planning, operating

and evalu: 1”'1! ranspaortation aspects of Sfjﬂ'(flﬂ.' events, {hc / must deal with an interwov-

en fabric of challenges and tasks. To help readers relate to these, the twelve lessons

Iearned dre grouped INto Tour C

1 Organizational arrangements — addressing institutional, staffing and intera-
gency issues to ensure smooth planning and running of transportation for special
events

2 Resources - the ingredients of funding, management backing and infrastructure
that prove critical to successful events.

3 Planning process — key elements to a successful planning process and post-event
evaluation

4 Day-of-event operations lessons affecting day-of-event traffic, parking and

transit operaton

(2) MANY DIFFERENT Offer other agencies benefitof  Los Angeles Department of

i | Transportation (cl circuit tele
GOVERNMENTAL UNITS  0o0) oXperise vision m""a,‘,,m ﬁﬂm‘ <
7 . impacts of alternative street clo-
INVOLVED; NEED HIGH | sure plans, photas of 80 deleg ale
LEVEL OF INTER- : hotels)
| Establish coordinating commitiee = Los Angeles, Phoenix, San .Iusé
VARENIGTIONAL ortask force with regular meetings
COORDINATION
(cont.) . Assign task force members both = Los Angeles, San José, Phoenix
authority to make decisions and '
responsibility for resulis .
Estahlish operations center hous-  Los Angeles, Monroe County
ing major agencies involved

Share radio frequencies and use  Los Angeles, Monroe County, i

cell phones as well as two-way  Phoenix, Dallas (State Fair of
radios . Texas)

Perfect operations prior to main ~ Monroe County (training axercis-

event through training exercises ~ es), Los Angeles (used Grammy

or smaller event Awm; Ceremony as test of DNC
plans

d

Sharing of expertise and
resources is major catalyst for
inter-jurisdictional cooperation
since all jurisdictions benefit

Provides focus for planning; regu-
lar meetings establish deadlines
(complete task X by next meeting)

Task force becomes effective body
where decisions are made

Face- to~face communication fos-
ters closely coordinated planning

Police, traffic, parking and other
staff in the field can communicate
with each other directly :

Practice makes perfect

NOILDNAQOWY¥YILINI
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CHALLENGE

SIGNIFICANT NEIGHBOR-
HOOD IMPACTS ON RESI-
DENTS AND NEARBY
BUSINESSES NEED TO
BE ADDRESSED

CHALLENGING POLITI-
CAL PRESSURES NEED
TO BE MANAGED IN

PLANNING THE EVENT

FUNDING FOR EVENT IS
NOT ASSURED

1) Plan and manage special events jointly across agencies

nNts nearly always in ncies. They ofter

1OIVE "’i,_;”{\h local age

] state agencies, transit authority, management a

the facilit e tiNa the event ind metimes federal agencis NVithin a city ¢

aty of agencies and jurisdictions that participate, interagency

rional coordination lies at the heart of transportati

N planning and man-

pecial events. In all of the case studies, interagency coordination was critical

el ODeration
I

whether transportation needs would be affected by other events nearby. Transportation

feasibility studies are often performed for large events

STRATEGY EXAMPLES IT WORKS

WHY

Assign community liaison to
organization that is not responsi-
ble for transportation operations
and can address full range of
community concerns

San José (Arena Authority),
Phoenix (Downtown Phoenix
Partnership), New York (Times
Square Business Improvement
District)

Liaison organization can focus on
liaison role while city/county
departments focus on operations.
Liaison organization also acls as
clearinghouse for both the com-
munity and city/county depart-
ments, ensuring that the right
people address each issue.

Involve staff or consuliants that Los Angeles (hired consultant and Only experience with previous
have experience with these pres-  brought back staff who planned events earns understanding of the
sures and know some of the players = 1984 Olympics) subtleties involved.

Reach funding agreement with San José, Dallas In the interests of both parties
event organizers/sponsors in

exchange for guaranteed level of

service

Show success of transportation
management in similar applica-
fions

Northern Virginia (quantified time  Demonsiraies value of transporta-
and fuel savings), Los Angeles tion planning and management
(similar plan executed for

Grammy Award Ceremony)



Where planning a new event represented a major challenge, the most common approach
was to form a task force or coordinating committee. Examples include the Convention
Operations Committee in Los Angeles and committees that put together the original trans-
portation plans for sports facilities in San José and Phoenix. Task forces and coordinating
committees provided structure to the planning process and worked to ensure that environ-
mental impacts were mitigated during the construction of these sports facilities. They
brought together representatives of key agencies. They served as the focal point for plan-
ning transportation for the special event. Regularly scheduled meetings (generally bDiweek-
ly or monthly) created deadlines and kept the planning process moving.

Task forces or coordinating committees are typically composed of the core agencies
involved in transportation planning and management, such as the city transportation and
police departments, county and/or state transportation department and community liai-
son. A variety of other agencies or organizations also may be included on the task force or
coordinating committee, either as full members or called to participate as relevant issues
arise

A separate committee is typically devoted to transportation aspects for major special
events. The committee is focused on the event in question and is composed only of those
agencies and other stakeholders involved with the event. In Los Angeles, for example, the
transportation subcommittee of the Convention Operations Committee carried out trans-
portation planning for the 2000 Democratic National Convention. The committee also

coordinated transportation plans with other aspects of the event

In the case studies concerning downtown sports arenas, ongoing event management is
the responsibility of a committee that coordinates all downtown events — arena events as
well as others. Potential overlap between events is so central to event planning that one
coordinating body makes sense. In San José, for example, the parking lots used by
Compaq Center patrons are used as the venue for some outdoor special events. Traffic for
the Compagqg Center may also overlap with traffic for outdoor events in the adjacent down-

town area. In Phoenix, numerous evening events may utilize the same set of parking lots

Both Phoenix and San José actively encourage and promote a multiplicity of downtown
events as part of downtown revitalization efforts, with the aim of bringing people down-
town and offering them multiple activities. The coordinating committees’ multi-event,

downtown focus reflects both cities’ goal of promoting a variety of downtown events

The planning structure for annual events tended to be less formal than for first-time
events. Many jurisdictions have a planning framework in place to manage the proposed
special event. Planning for New Years Eve in New York and the State Fair in Dallas
involved only a few meetings among agencies involved in event operations. Continuity

from year to year minimized the amount of planning that was necessary. In addition, staff
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from transportation, law enforcement and other agencies work together regularly on

other operations and are familiar to one other.

2) Ensure continuity of staffing from planning to day-of-event management, and from one
event to another.

Uniformly across the case studies, the same staff members both planned and managed
transportation aspects of the event. There was no "handoff” between the planning and

operations phases. The continuity meant that strong relationships built in the planning

process can be relied upon in the crucible of t

lay of the event. Event planners fully

ippreciate the challenges of event management based on their involvement in prey
P G |

event management, Day-of-event managers are fully knowledgeable about the plan, and

thus knew what they need to do, why, and how to adapt to unexpected conditions

All of the case studies also exhibited staff continuity for recurrent events such as sports

events, New Years Eve and July Fourth celebrations. The benefits of familiarity, expertise

and working relationships from having the same staff plan and manage tt Nts are
obvious. Perhaps more subtle is the impact an op¢ nal capabilities. As =xample, the

same police officers are regularly assigned for traffic operations to Bank (

games in Phoenix

1) Provide necessary funding levels.

Transportation operatiens for planned special events are funded in a vanety of ways. They
may be funded as part of agencies’ regular appropriations, as is the case with police, traf-
fic and transit services for New Years Eve in Times Square and for traffic management on

July Fourth in northern Virginia

Transportation operations may also be funded by the L itself. lramc and police servic
in Dallas are funded directly by the State Fair of Texas and in San José by the organization

e funding is specified in the citys

that manages the Compag Center. The San Jc
franspartation and Parking Management Plan, which also specifies the level of service to

be provided by the city — e.q., traffic flow, signage and police staffing - for each of a

izen different types and sizes of arena events. Bank One Ballpark partially funds traffic

palice costs in Phoenix. The advantage of these arrangements is that city agencies are
assured of sufficient funding and the event is assured that the agreed-upon level

will be provided

In Monroe County, federal and state governments have reimbursed most of the cost of

ransportatnon operatnons for weather eme rgencles through disaster relief programs



2) Give staff that are principally involved in planning both the authority and responsihility to
plan and manage the event.

Decision-making within the planning process is a litmus test for the effectiveness of that

process. It is very difficult for project managers to plan an event If they must obtain
approval of every decision from superiors. In such cases, project managers hands are tied
r ] | ] ith th nc g i th ( TTe }
- C h: h 101 —
f mi ' I | tituted are abl r d =
: rgi ; —
on efrective plans. Iask force members can also build trust and cooperation that are
| ! o
essential to managing events as they transpire 0O
y =
This does not mean, however, that project managers are completely on their own. Project -
managers in all of the case studies reported to more senior managers on the status of 0O
event planning and operatior plans for the future, etc. At the same time, project man —
= = r Y o
= y >
Ihe San J f Events Operating Committee Is ar ler xample of this principl
in action. Memt f this q y feel able t ke commitments L ch other on

- 5 ' NEED NEW Begin planning process nine San José (several years to devel-  Sufficient time for agencies to
months to several years before  op the Transportation and Parking  work with each other and with
TRANSPORTATION PLAN  gyen gpens Management Plan for the San affected community
FOR FIRST-TIME EVENT José Arena), Phoenix (18 mnmhs_

to develop the Sunburst Traffic
. Management Plan for Bank One |
- Ballpark), Los Angeles (nine
months for transporiation plan for!

2000 Democratic National
Convention)
Create detailed written plan that = San José, Phoenix Fully spells out level of service
serves as vehicle for planning and responsibilities for each
process agency
'7'7,: TRANSPORTATION PLAN  Establish regular review cycle for = Three-year cycle in San José for Built-in review process
o plan major changes, monthly or
BECOMES OUTDATED hiweekly meetings in San José and
AS CIRCUMSTANCES Phoenix adjust plan as necessary

Integrate long-range planning and = San José (light rail development  Builds on existing agency and
CHANGE event operations and flood control) community relationships



GETHER

»mpaq Center transportation issues. Furthermore, they expect to reach agreement
o . i o B N e ety
o mmittee level, an exp ation eviaently snared Dy tneir IPernaors. Asked whnal
Aould | dppen if manaagers from different agencies could not resolve an event schec I._Il'."!<]
L =
= issue and if, hypothetically, one person took it to a higher level, an Office of Cultural
(& f manager re nded that his supervisor would tell him to go back to the committee
O H
< I N [
: thelr performance. rol . :"“;'-ir- the amount I oime needed [0 empty the parking 1ots I8
tracked for each event and becomes a performance indicator for the department
U]
p-d
= o
O 1) Allow time for a thorough planning process.
<
=
| ] I |E il |
(P ice with the same or similar events, the num lepartn nd jurisdict
involved, and the complexity of the event itself
CHALLENGE ! STRATEGY | EXAMPLES [ WHY IT WORKS
'8 ASPECTS OF THE EVENT Establish operations center with = Los Angeles, Monroe County Face-to-face coordination is criti-
key managers present during cal to managing rapidly changing
ARE UNPREDICTABLE event conditions
(NUMBER OF Monitor traffic conditions in real = San José, Phoenix, Dallas, north-  Flexibility and sufficient informa-
time and adjust traffic signals, ern Virginia and Los Angeles (all = tion adjusts traffic management to
ATTENDEES, ARRIVAL street closures, efc. as traffic con- using traffic management center)  actual conditions
TIMES OF ATTENDEES, (itions change
DEMONSTRATIONS) dngtlz?::-r si:r:el closings as atten- New York
Maintain emergency access New York, Dallas
corridors
Establish contingency plans for Los Angeles, Monroe County Can quickly execute changes as
various possible needs or events necessary
'9 ' NEED TO AUGMENT Implement “Incident Command Los Angeles, Monroe County Draws personnel from throughout
System" developed for emergency department; all personnel are
DEPARTMENTAL STAFF  planning trained in standardized terminolo-

gy assigns personnel o tasks that
ADSIONSD TO RuEnT best suit their talents



'he most IMpPOori: ant consideration in dete rmiuning

is previous experience (or lack thereof) with the same or very similar events. Less time is

needed (o plan recurrent events that take place in the same location and with essentially
the same staff. The State Fair of Texas and New Years Eve in Times Square can attract a
Yet

million people or more planning involves only a few months and a few meetings to

address transportation issues. Officials are able to rely primarily on the plan from the previ

ous year, making fairly minor modifications to plans and procedures as the event and

other circumstances f?"»r]!'l(:_l{”

First-time events require far greater time for planning. Opening new downtown sports

facilities, for example, required several years of planning in San José and 18 months in

Phoenix. Transportation planning for the
months before the first delegates arrived in Los Angeles. Officials typically compile exten
» fransportation management plans covering all aspects of the effor
zational arrangements, traffic c

and funding. The charts on these pages illustrate the range of topics covered by a com-

prehensive transportation and parking plan

Previous experience with other large events can be helpful when planning a first-time

event. LA.S

CHALLENG STRATEGY EXAMPLES

@ EVENT ATTENDEES Send transportation information ~ Phoenix, San José
with
UNFAMILIAR WITH SYek Seknta
Provide transportation information Nearly all the case studies
TRANSPORTATION on the Internet, radio and news-
SERVING THE s -
Provide courtesy patrols stationed Phoenix (Cooper Square
EVENT SITE in the area of the event Ambassadors), Dallas (Texas DOT
- courlesy patrol)
Assign same police officers as Phoenix, Dallas, San José
assigned for previous running of
the same event ;
2T
Eﬁ; MOTORISTS CONVERGE  Offer free or reduced-price park- = San José
ing some distance away and pro-
ON ONE CENTRAL, vide shuttles if necessary
WELL-KNOWN STREET, Use variable message signsto  Dallas, Los Angeles, San José,
direct motorists directly from . Phoenix
CORRIDOR OR INTER- access routes to parking
SECTION, CREATING Reverse direction of streets San José, New York, Los Angeles
GRIDLOCK |andlor parking lot exits fo
Sell pre-paid parking to specific ~ Phoenix, San José, Dallas
lots and provide directions from
highways to the designated lot
Coordinate closing of parking lois lenlx. San José

with traffic control

] the time required for advance planning

2000 Democratic National Convention started 18

T, Including organi-

experience with the 1984 Olympics was valuable to Los Angeles Department

ontrol, parking and transit operations, post-event evaluation

WHY IT WORKS

Information is targeted to the
audience

Information is readily available;
radio broadcasts can be updated
as conditions change

Personnel are readily available to
motorists and pedestrians

Dfficers become familiar with
transportation operations and can
inform motorists

Creates incentive to stay away
from the congested central area

Provides relevant information

Increases street capacity in con-
gested direction

Guides motorists directly to park-
ing lot

Efficient traffic control
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OVERWHELMS STREET
CAPACITY IN THE AREA
AROUND THE EVENT
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Implement traffic engineering
steps such as long light cycles on
arterials, ensure traffic signals
are synchronized and use the
exact same time of day, quickly
repair malfunctioning traffic sig-
nals; ensure intersections are
kept clear of cross traffic; restrict
curbside parking; embargo sireet
construction during major events

Optimize traffic volumes and
speeds based on simulation mod-
els that analyze archived traffic
data

Provide shuttle services to park-
ing lots, transit stations and park
& ride lots

Moratorium on street construction
and filming

EXAMPLES

Northern Virginia, Phoenix, San
José, Los Angeles, Dallas

Northern Virginia

San José, Dallas

Los Angeles, New York

WHY IT WORKS

More efficient use of streets
increases carrying capacity

Derives optimal traffic signal plan

Reduces demand on sireet
capacity

Increases capacity of sireet for
through traffic



2) Involve neighborhood residents and affected businesses early in event planning.

Every special event affects its neighbors whether from increased traffic, demand for park-
ing, noise or street closures. Community consultation and involvement are critical parts of
special event planning and affect the amount of time needed for the planning process.

The case studies demonstrated the importance of involving the community at early stages
of planning while plans were still fluid. Residents and businesses in close proximity are nat-
urally curious and concerned about how the event will affect them. Planning staff in the
case studies found it critical to hold informational meetings to brief community leaders and
residents and answer questions as plans first take shape. In Los Angeles, briefings of
downtown businesses and officials from suburban communities that would be housing
delegates were instrumental in alleviating concerns about security and transportation
measures. The briefings showed that officials had thought through the issues and were
taking appropriate steps. Briefings also provide feedback that in some cases made planners
rethink their plans.

The case studies illustrate several organizational approaches to community liaison. In some
cases transportation and law enforcement agencies work directly with community groups.
This occurred particularly with recurrent events such as the State Fair of Texas in Dallas.

Quite frequently, government agencies relied on community-based organizations or organ-
izations with no direct operational responsibilities. These organizations provide a link
between government agencies and local residents and businesses. For example, the New
York City Police Department works through the Times Square Business Improvement
District [BID) to distribute information and brief area businesses of arrangements for
December 31.

In other cases, the liaison organizations advocate for the local community. For example,
the Downtown Phoenix Partnership voices concerns of the downtown business communi-
Ly to city officials and helps waork out solutions. Similarly, neighborhood associations (both
business and residential) are instrumentally involved in community relations between the
city of San José and local residents and businesses.

Community-based organizations such as business and neighborhood associations are well
suited to connecting government agencies with local residents and businesses. These
organizations can readily convey information to those affected by the special event, corn-
vene meetings with residents and businesses and provide feedback to local agencies.
These organizations understand local concerns, are naturally able to view transportation
impacts from special events in a broader context. and tend to be credible sources of infor-
mation for the community. Most importantly, the community views these organizations
either as neutral parties or, more often, as advocates for community interests, enhancing
trust and credibility.
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The involvement of community organizations also allows government agencies Lo focus
on what they do best, namely. planning and managing the traffic. parking, transit and
law enforcement aspects of the event. Each organization can thus concentrate on tasks
within its expertise—community groups to liaison with the community, government agen-

cies to carry out their transportation and other functions

In formulating plans for a new downtown sports arena, the San Jose City Council created
a new agency responsible for community liaison — the San José Arena Authority. The
Arena Authority acts as a neutral third party to identify issues affecting the arena, convene

the responsible organizations, ligison with the community, and find a resolution

Community inveolvement in special event planning also establishes channels for communi-
cation of traffic, parking and transit information immediately prior to the event itself.
Agencies have complete lists of community groups that need information. Residents and
businesses have a sense of what o expect and a context to place the event-specific infor-
mation. These relationships are vital to ongoing communication as well, for addressing

and resolving issues that arise after the initial event that created the first collaboration
3) Invest in transporiation management infrastructure.

In all of the examples studied, transportation and law enforcement officials relied on the
maodern information technology of traffic management to manage and in some cases plan
operations for the event. In northern Virginia, for example, the Virginia Department of
Transportation monitors traffic conditions and adjusts traffic signal timing from its traffic
management center. These capabilities are made possible by $26 million in funding that
included new intersection traffic signal controllers, communications and a centralized traf-
fic management center. VDOT optimizes traffic signal timings based on computer simuila-
tions that utilize advanced software and huge databases of traffic information from previ-
ous years. Traffic signals are monitored continuously and VDOT quickly dispatches repair
crews when malfunctions threaten public safety.

Transportation and law enforcement officials in Los Angeles and San Jose possess similar
capabilities, and can also view traffic conditions at key intersections using closed circuit tel-
evision (CCTV) cameras, Transportation managers use video images to determine the
cause of traffic tie-ups and decide on the appropriate response without traveling to the
scene. During demonstrations outside the 2000 Democratic National Convention (DNC],
transportation and law enforcement agencies were able to view CCTV images together
and agree on the necessary response much more quickly than would have been possible
without live video of bus and crowd conditions. In San José, a traffic center operator
reports traffic and parking conditions to the police supervisor in charge of Compaq Center

traffic management.



Variable message signs (VMS) are another important information technology that was
effectively used in many of the case studies. These signs are used on highways and major
irterial streets to provide motorists with information about highway exits and routing to
event parking. Messages can be changed throughout the day based on event schedules,

street closures, parking availability and changing traffic conditions

1) Communicate traffic, parking and transit information to the public.

Public information is a key tool for helping traffic, parking and transit systems operate
smoothly. Travel information can inform attendees about the best route to parking lots or
ways of reaching an event via public transportation. Motorists seeking other destinations

can be routed around the event traffic instead of adding to it. Information for local resi-

ts on those who live, work or shop in the

vays to communicate travel information for special

events

These include

General media such as radio, newspapers and the Internet

Location-specific media such as variable message signs on highways and major arte-
rial roads and posters in transit stations, trains and buses

Direct

often with tickets or other information included

ent attendees,

malil to ev

'13) STREETS ARE Coordinate scheduling of events ~ Phoenix, San José ;
through special event coordinat- | !
OVERLOADED WITH a5 Sorikina | |
TRAFFIC DUE TO Distribute traffic throughout street.  Phoenix
and highway network using direc- f
OVERLAP BETWEEN tional signage, variable message | '
SPECIAL EVENT AND signs, signal limings, police traf- |
fic control
OTHER SPECIAL Change time and/or location of  San José
EVENTS OR special events to eliminate
conflict .
FRASES o Publicize and encourage use of  Los Angeles, New York, San
transit José, Dallas
Direct through traffic around the ~ Los Angeles, New York, Phoenix
special event traffic :
Encourage attendees to arrive  San José (especially with shuttle
early or stay later after event that connects downtown restau-
rants with Compag Center)
Locate auto, bus, taxi and limo

~ San José, Los Angeles, Phoenix
pickup and drop-off areas away i
tmmhsavllvmdmhrlalshulsg :
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Conflicts can be avoided if staff
identify problems in time

Fully utilizes availahle street and
highway capacity

Reduces demand for street
capacity

Reduces demand for street
capacity

Reduces demand for street capac-
ity near the special event site
Reduces traffic immediately
before and after event; patrons

can relax knowing they will be on
time to event.

Reduces demand for street capac-
ity at the special event site
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14 PARKING LOTS SERVING  Reserve parking capacity for

15

16

ONE EVENT ARE FILLED
BY PATRONS FOR
ANOTHER EVENT

HEAVY PEDESTRIAN
FLOWS SPILLOVER INTO
MOVING TRAFFIC

LOCAL BUSINESSES
CONCERNED THAT
PATRONS WILL NOT BE
ABLE TO REACH THEIR
STORE, RESTAURANT OR
OFFICE

patrons of event occurring next to
the lot

Create pedestrian corridors by
widening sidewalks, closing
sireets temporarily and roping off
some lanes of traffic for pedestri-
an use

Minimize number of street closures

Leave some lanes open for traffic;
separate traffic lanes from pedes-
trians using bollards

Roll out closures so streeis are
closed only as necessary

Provide signage for routes to
businesses

Provide helicopter tour to top offi-
cials/business leaders 1o show
effectiveness of traffic plan

Provide off-street parking

[
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Similarly, although it iIs known that reveler
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from their hotels |
f the morning or

will begin to arrive In Times
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Phoenix (space in parking lot next Symphony attendees can park

to symphony hall is reserved for
conceri-goers)

San José, Phoenix, New York,
Los Angeles

Phoenix, San José
Phoenix

Phoenix, San José, New York,
Los Angeles
Phoenix, Los Angeles

Phoenix

Los Angeles

next to concert hall; baseball fans
have many parking alternatives
and are more agreeable to walk-
ing several blocks

Expands the pedestrian realm

Increases available sireet capacity
Increases available street capacity

Increases available street capaci-
ty for as long as possible

Assists motorists with reaching
destination

Shows that while traffic is con-
gested in some areas, overall
plan works well

Provides alternative parking
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Increase capacity by reversing
direction of traffic

Dedicate highway lane to traffic
entering from the event

Otfer free or reduced-price park- =~ San José, Dallas
ing some distance away and pro-

vide shuttles if necessary

Monitor and continually evaluate
how quickly lots are cleared after
event

San José

Set up residential and/or commer- San José

cial parking program

Restrict on-street parking on the
day of the event

Tow illegally parked vehicles

San José, Los Angeles,
New York

New York, Los Angeles, Dallas
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Increases street capacity in con-
gested direction

Eliminates merge from on-ramp
and thus increases speed of vehi-
cles entering highway

Reduces number of cars parking
at close-in lois

Staff evaluated for performance;
provides feedback loop

Reserves parking for residents
Eliminates on-street parking

Enforces restrictions
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‘13 EVENT TRAFFIC Change traffic signal timingsto ~ San José Discourages use of side streets

discourage use of side sireets
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Signage directs event-goers to San José Discourages use of side streets
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20' HEAVY PASSENGER Move drop-off/pickup location off  San José Increases available street capaci-

main arterial and expand ifs size ty for moving vehicles

DROP-OFF AND PICKUP , 2 , -
Provide parent lounge in the San José Encourages parents to park in lot

ACTIVITY (ESPECIALLY event facility and wait in lounge

WITH PARENTS
TRANSPORTING YOUTH)



In other cases, agencies staff their own command centers and communicate with other
agencies by two-way radio and cell phone. Transportation agencies utilize their traffic man-
agement centers in San José, Phoenix and northern Virginia, for example. Police depart-
ments utilize police command centers in New York on New Years Eve and in downtown
Phoenix for Bank One Ballpark management. At times — as in Phoenix — personnel from
other agencies are also at the police center.

4) Build in a process for modifications to transportation operations.

Transportation plans for recurrent special events need to be modified periodically based on
experience with the event and changing conditions in the surrounding area. Experience in
Phoenix, for example, showed that one of two street closures was unnecessary.
Accordingly, Phoenix transportation officials madified the plan to keep one street open for
traffic. Opening of a new theater in downtown Phoenix several years after Bank One
Ballpark opened also necessitated adjustments to transportation and parking operations for
baseball games.

These madifications are handled in Phoenix and San José through event planning and
coordinating committees. The committees review recent events at biweekly or monthly
meetings and develop any operational adjustments that may be needed.

San Jose also periodically reviews its formal Transportation and Parking Management Plan.
Initially adopted in 1993, the plan was updated in 1994 and 2002. Each update was
reviewed and approved by the city council. The latest update establishes a three-year
review cycle.

The process for modifying the transportation plan in San José and Phoenix is built on
processes and relationships established when the initial plan for the facility was written. In
San José, for example, neighborhood issues are channeled through the San José Arena
Authority, which is responsible for liaison between city agencies and the community. The
Downtown Phoenix Partnership is the conduit for issues raised by the Phoenix business
community about the transportation plan for Bank One Ballpark. In both cities, city agen-
cies develop revisions to the transportation plan based on their own monitoring of traffic
conditions.

Formal performance monitoring can play an important role in this process. San José has
established a benchmark of clearing the parking lots within 30 minutes after the conciu-
sion of an event at the Compaq Center. The agency staff is evaluated on achieving this
performance measure. In contrast, some stadiums and arenas promote activities aiming to
delay spectator departures in an effort to maintain travel time reliability.

Needed modifications to transportation plans for events that occur annually, such as the
State Fair of Texas, New Years Eve in Times Square and July Fourth fireworks celebrations,
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are naturally evaluated during preparation far the event each year. The revision process is

thus part of the annual planning process. The first step for planning "next years™ event is

TOGETHER

(8] Jdr‘-ﬁﬂl!ty problems that occurred with “this years” event and waork out solutions. This
evaluation is usually made at the same time that planners identify changes in the event

itself for the coming year that will necessitate changes to the transportation plan

COME

5) Build on special event plans and interagency relationships for the future.

ALL

d special events are among the many challenges faced by transport n ager
In all of the case studies, agency managers viewed planned special events as part of over

I'T

all development of their capabilities to plan and manage a variety of different types of
events. Work on special events can help to build interagency relationships, technical capa
bilities and experience for future special events, as mentioned above. Special events can

also contribute to successful incident management, preparation of emergency plans, day

to-day operations and long-term planmng
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Several case st mportance of specidl events progress 1n
areas. For exarr 1ce of city of Dallas staff. working together on special

events has strengthened agency relationships for freeway incident management, intelli-
gent transportation systems (ITS). emergency preparedness and development of the
regional transportation system. The Los Angeles County Sheriffs Department decided to

ena, based on

co-locate its communications center for the Rose Bowl with the city of Pase

its experience with codocated command centers at the Coliseum for the Convention

s interviewed for several case studies stressed the impc | Ial
g interagency relationships through better understanding of one other

capabilities and stronger bonds of trust

Conversely, special event planning and management benefits from experience in these
other areas. Planning for the 2000 DNC in Los Angeles benefited from agency relation
ships built through the 1984 Olympics, the Northridge Earthquake in 1994 and Y2K
preparations. Planning for a major golf tournament in Monroe County used relationships

and procedures developed for emergency management

Special even

stitutional structures that serve as

s can also foster agency relationships an

a foundation for effective long-term planning. For example, the San Jose Arena Events
Operating Committee, created to coordinate day-to-day management of Compaq Center
and other downtown events, now also serves as a forum to address the impact on
Compaq Center operations of light rail development and flood control on the Guadalupe

River
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introduction

The State Fair of Texas features far more than cattle shows, bake-offs and amuse-
ment rides. Drawing 3 million visitors annually, the State Fair is a multifaceted
event that includes indoor and outdoor concerts, outdoor sports stadium for
65,000 attendees, football and soccer games, rodeos and many museums.

The State Fair of Texas is held each year over 24 days in late September and
October at Fair Park, a 277-acre recreational and entertainment complex owned
by the city of Dallas. Fair Park is located two miles east of downtown Dallas. Fair
Park contains 9,000 parking spaces; an additional 3,000 spaces are located at pri-
vate off-site lots. Nearly all attendees arrive by car. Auto access is provided by 30
and 145,

Managing traffic to the State Fair poses several major transportation challenges.
Unlike other major events that focus on the ingress and egress traffic for a single
event, the State Fair grounds serve multiple venues throughout the day. One
challenge is to direct State Fair visitors to available parking as the various lots fill up
during the day. Another challenge is to manage the parking spaces throughout
the day to make room for other special event parking such as soccer and football
games, music concerts and rodeos to available parking. These events draw from
several thousand to tens of thousands of fans. A third challenge:is to accommo-
date the traffic volumes leaving the parking lots after events while traffic for other
special events is inbound.

g
I

Urganization and Agency Responsibilities

The State Fair of Texas, Inc. is responsible for the overall event and manages the
parking lots in Fair Park.

Texas Department of Transportation (TXDOT) operates and maintains the highways
providing access to the State Fair. For the State Fair, TxDOT services include
dynamic message signs, a motorist assistance courtesy patrol and traffic manage-
ment as described below.

The city of Dallas Public Works and Transportation Department operates traffic sig-
nals on surface streets serving Fair Park. All traffic signals are monitored and con-
trolled remotely via a computer control system. The system uses CATV cable to
communicate to each traffic signal. The Dallas Police Department directs traffic
when traffic volumes exceed the capacity of the signal system to prevent gridlock
and contain pedestrian Crossings.

ANY EVENT THAT DRAWS 3

MILLION VISITORS OVER 24

DAYS IS LIKELY TO CAUSE

TRAFFIC JAMS.
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A private parking operator also provides 2,000 parking spaces outside Fair Park. Fairgoers
walk from these lots to the Fair. Many of the local residents sell parking on their lawns and
driveways and vacant lots.

The State Fair of Texas funds the time of Dallas police officers, transportation engineers,
traffic management center operators and signal and sign technicians including overtime
that is used for state fair traffic management

Dallas Area Rapid Transit [DART) operates a shuttle service on weekends from nine DART
Park&Ride lots. The Park&Ride shuttles operate every 30 minutes from approximately 9:30
a.m. to 11:30 p.m. Adult fares are $3.50 for the Park&Ride shuttles. In addition, a single-
track heavy-rail train carries pedestrians 3,000 feet from a major parking area to the north-
ern gate entrance. The rail shuttle operates every 15 minutes. Tram shuttles are also pro-
vided to carry disabled pedestrians from parking areas to the gate entrances. Light rail to
Fair Park is currently under design and operation planned to begin in year 2007.

Pianning

Two planning meetings are held each year relating to transportafion. One meeting is
specifically focused on transportation issues, and involves the State Fair of Texas and the
Public Works and Transportation Department transportation engineering staff and police
officials. A larger meeting is also held for all agencies and organizations involved with the
State Fair to coordinate all aspects of the event. In addition to these two formal meetings,
individual meetings between city transportation staff and the police are held as needed.
Although aspects of the fair change from year to year, the planning effort is significantly
aided by the years of experience and relationships built up over many years.

The key planning issue for transportation management is to identify visitor volumes, origins
and destinations for each day of the fair. Visitor arrivals peak between 10 a.m. and | p.m.,
during which time cars entering the parking lots back up onto streets feeding into the
parking lots. In addition to this normal daily pattern, visitor arrivals increase for concerts,
sports events, etc. These volumes are considerable; up to 65,000 fans, for example, attend
the Texas-Oklahoma and high school Grambling vs. Prairie View football games. Traffic
plans for the State Fair must anticipate these volumes and the direction from which traffic
will be arriving.

Day-of-Event Management

The goals for traffic management include:
W Encourage use of all four highway exits that provide access to Fair Park
M Direct motorists to available parking lots designated for their destination venue with-
in Fair Park



B Keep intersections free of gridlock
B Minimize delays for cars entering the parking lots
B Empty the parking lots as quickly as possible after events

Key aspects of traffic management are:

M Color-coded signage. Dallas DOT posts color signs coded for each event to
direct motorists to a parking lot near their venue. These signs are currently changed
manually using slipcovers over roadside signage. The city of Dallas is replacing these
manual-altered signs with electronic dynamic message signs [DMS), which will have
three line LED color displays. The DMS signs can be tailored to specific upcoming
events. City staff feel that motorists will be able to more easily read and follow a con-
sistent color assignment directing them to an event parking area than posting direc-
tions to several different venues in a single color.

B Dynamic message signs. TxDOT uses permanent and portable variable mes-
sage signs along the highways serving Fair Park to direct motorists to the appropri-
ate exit. TxDOT is also planning to install permanent VMS signs that would direct
motorists to the appropriate exit for events scheduled for that day. The city of Dallas
plans to install color dynamic message signs by 2004 to direct motorists to the
appropriate gate entrance and to designated freeway entrance ramps when exiting
the park.

B Dedicated highway entrance lanes. After major events such as a football
game, TxDOT assists in emptying city streets by closing the right lane on the high-
way in advance of the entrance. The free right lane unloads city streets more quickly
since cars entering the highway do not need to merge with oncoming traffic.

B Courtesy patrols. TxDOT courtesy patrol teams cruise the highways in pickup
trucks and offer motorists light mechanical assistance as needed. The assistance
includes water for the car radiator, jacks to change flat tires and a push off the high-
way if the vehicle has a more serious mechanical breakdown.

M Rotation of parking lot entrances in use. The State Fair rotates open park-
ing lots during the course of the day. The goals are twofold. The first is to open
parking lots near venues such as the sports stadium or concert venue as patrons
arrive for events at the venue. The second goal is to clear each parking lot of vehi-
cles entering earlier in the day before reapening it later in the day for a special
event. Incoming vehicles can park more quickly when motorists do not need to
search the lot for an available parking space.

E Closed circuit television cameras. The city of Dallas also plans to install closed
circuit television cameras at key points. Camera views will feed back to the agencys
traffic management center using the CATV cable network. Currently; city transporta-
tion staff monitor traffic volumes based on data collected from magnetic loop detec-
tors, devices buried in the pavement at each intersection. But without the cameras,
staff cannot see the causes of traffic backups without sending a traffic engineer to
the site,
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The city of Dallas transportation staff, the Dallas Police Department, TxDOT and the State
Fair of Texas closely coordinate transportation operations. For example, the State Fair com-
municates to city staff the opening and closing of gate entrances. Police officers move bar-
ricades and cones to adjust traffic capacity for each entrance. Police officers and city staff
coordinate traffic signal operations and traffic management. The distribution of green time
is remotely controlled using a central traffic control computer system located at a Traffic
Management Center (TMC| in City Hall. Special traffic signal timing is implemented and
fine-tuned from the TMC for areas that can be viewed by roadside cameras and by field
engineering staff for areas lacking remote monitoring. When traffic volumes exceed the
system capacity, Police officers override traffic signals and "pull” vehicles through red lights
to prevent gridiock. They also contain pedestrians from crossing continuously. The police
and transportation staff also coordinate with TxDOT for traffic management of the two
highways that serve Fair Park.

Dallas DQOT, the Dallas Police Department, TxDOT and the State Fair of Texas use two-way
radios and cell phones for intra-agency and interagency communications. A master con-
tact list containing phone, fax, pager and cell phone numbers is updated and distributed
each year designating the service, responsibility and contact person.

Neighborhood Concerns

Fair Park is in the midst of a primarily low-income residential neighborhood. The Dallas
Police Department advertises traffic routes and street closures to residents prior to the
opening of the Fair. Neighborhood residents’ mast common complaint to the police
involves parked cars that block residential driveways. The police tow vehicles blocking
driveways. Aside from that issue, police officials feel that residents are accustomed to the
Fair and accept the traffic impacts.

Special Event Coordination and Planning

Annual coordination of the State Fair has helped build and strengthen relationships
among city and state agencies. In the experience of city of Dallas staff, a decade ago a
special event such as the State Fair was the only accasion that brought together DOT,
police, fire, TXDOT and other agencies. Coordination now occurs much more broadly and
regularly, covering such areas as freeway incident management, intelligent transportation
systems, emergency preparedness and development of the regional transportation system.
Working together on special events has strengthened these relationships. The converse is
also true, as meetings throughout the year build relationships relied upon for State Fair
fransportation operations.
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2000 EMOCRATIC NATIONAL
CONVENTION

ational political conventions always shower the host city with visitors and
media attention. The 2000 Democratic National Convention (DNC}) in Los
Angeles also brought a downpour of security concerns, intensified by the
civil unrest during the world economic conference in Seattle and the vandal-
ism in-Los Angeles after the LA, Lakers won the National Basketball
Association (N.B.A.} championship. Intense security concerns, the inherent
size and complexity of a national convention, and the host of interagency and interjuris-
dictional challenges produced by the need to transport delegates from 80 hotels spread
throughout the metropolitan area, raising anxiety levels as Los Angelinos planned for and
anticipated the 2000 DNC.

Yet by the end of a relatively smooth-running Convention week, officials, the press and the
public let out a long sigh of relief. Key factors in the success of the transportation aspects
of the: 2000 DNC were:

8 An effective interagency planning team, which had an early start, developed as a
cohesive team, and was given the authority to develop and implement a successiul
transportation plan.
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the Comvention. As a result, agencies ranging from the Los Angeles Police Department to
the Secret Service focused intensely on security needs to enslire against a repeat in ALigust

- 2000. Police commanders pledged, “Not on my watch." How transportation considera-

tions would fare in this environment Wwas an open question in the mingds of transportation
planners.

Organization and Agency Responsibilities

The overall organizational structure was governed by a master agreement between the
Demaocratic National Convention Committee (DNCC), the city of Los Angeles, LA 2000 (the
event organizing committee} and the Los Angeles Arena Company, which owns and oper-
ates the Staples Center. The master agreement detailed transportation and security services
to be provided by the cty in support of the convention and related activities. The master
agreement also estimated the funding needed and amotints that LA 2000 would provide.
Acual funding needs exceeded the initial budget.

The Los Angeles Department of Transportation (LADOT) was designated as the lead coordi-
nating agency for provision of transportation services. The department’ special events
office had primary responsibility for planning LADOT operations during the convention,
assisted by traffic engineering and traffic enforcement divisions.

LADOT chaired the transportation subcommittee of the Convention Qperations Commitiee
to plan, coordinate and manage transportation services for the convention. Transportation
and enforcement agencies were key members of the transportation committee:  LADOT,
the LA. County Metropolitan Transportation Authority [MTA), the Los Angeles Police
Department (LAPDJ, the Los Angeles County Sheriffs Department and Event Transportation
Associates (ETA), which operated the bus shuttles between the convention and delegate
hotels. These organizations worked closely and collaboratively to provide transportation
services for the convention, :

In addition, the transportation subcommittee included as members the DNCC, LA
Convention 2000, Les Angeles Convention and Visitar Bureau (LACVB), the Los Angeles
World Airports Department and Burbank-Glendale Airport.

LADOT was responsible for traffic operations in the Staples Arena area and closely involved
with providing bus transportation. LADOT also operated a taxi stand and holding lot at
the Staples Center. Taxis were staged in a parking lot leased by the city about two blocks
away. LADOT also extended its downtown DASH bus shuttle service to the convention
center and extended DASH hours to midnight.

In addition to direct responsibility for traffic operations, DOT made major contributions to
security, ranging from propasing the placement of a heavy-duty security fence around the
Staples Center to providing enforcement agencies with closed circuit television (CCTV)
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fence around the Staples Center, cleaned the streets each evening and accelerated
laying of an extensive network of fiber optic cables that was essential for sharing of
closed circuit television images between operations centers during the convention.

B The LACVB contracted with an airport shuttle service to transport convention dele-

_ gates from area airports to the official Convention hotels and return them to the
appropriate airport at the end of the convention. Persons to be transported were
provided with a voucher for each trip.

- B The DNCC managed a moter pool operation with support from volunteers provided
by LA Convention 2000.
B The LAPD motorcycle patrol escorted shuttle buses into the security zone.

 Planning

Extensive planning was required to prepare for the convention due to the size and com-

'plexily of operations, the involvement of numerous government agencies and jurisdic-

tions, and the fact that 2000 was the first time in four decades that Los Angeles had host-
ed a national convention.

Security considerations had a major impact on traffic and transportation operations.

Transportation operations were shaped by street closures and parking restrictions in the

Staples Center area, the vehicle access process for entering the Staples Center secure area,

‘ ‘procedures for the security and safety of the bus shuttle system, driver screening and
‘many other security aspects. At the earliest stages of planning, LADOT staff recognized the

importance of meshing security and transportation considerations.

LADOT staff took several early steps to ensure fruitful coordination. For example, LADOT
proposed to LAPD and the Secret Service that a fence be erected around the perimeter of
the secure area. LAPD proposed using the heavy-duty fencing that is erected each year for
the Long Beach Grand Prix. The fence provided a way to maintain control of the area
immediately around the Staples Center and to control access to the Arena.

Siting of the ferice was a key decision for both security agencies and transportation plan-
ners. The exact location of the fence was initially drafted by LADOT staff based on its
analysis of traffic impacts from various levels of street closures and the ability to mitigate
those impacts. During ensuing discussions about the best placement of the fence. LADOT
was able to show the Secret Service that closing too many streets to traffic would create
sich congestion that delegates would not be able to reach the Staples Center.

Space was reserved for demonstrators just outside the fenced area. As the convention
opening date neared, a judge ordered that the fence be moved to place the demonstra-

tion area within view of the main entrance to the Staples Center, but the citys ability to

control the area inside the perimeter was maintained.
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% Hiring of an outside transportation management company. E1A
brought experience with managing the transportation operations of a large event
such as a national convention. As a private company, ETA could more easily issue an
RFP for charter buses and select charter bus companies to provide buses and drivers
for the convention. ETA also brought several intangible assets. The company had a
keener sense than city staff of the size and complexity of a national convention. ETA
also helped the city and MTA evaluate DNC requests and frame a respanse,

# Using a prior event as a test run. LADOT, LAPD and the LA County Sheriffs
Department used the Grammy Award Ceremony, held at the Staples Center several
months befare the convention, as a test run for the convention traffic plan. This test
run also gave LADOT the opportunity to show the enforcement agencies ways that
LADOT could contribute to the smooth running of the convention.

Day-of-Event Management

Several major streets within the security perimeter were closed to traffic beginning several
days before the convention opened. LADOT also defined a traffic circulation impact area
around which commuiter traffic was re-routed using the areas extensive network of arterial
streets. Certain streets were converted to one-way operation. Green arrows were provided
for bus turns in order to speed the travel of bus shuttles for convention delegates. LADOT
also put in place temporary parking restrictions, truck travel and parking restrictions and
pedestrian wayfinding signs. Parking lots in the immediate area were set aside for conver-
tion needs including VIP parking and press access. Pedestrian access was limited to specific
points of entry and open only to credentialed personnel.

LADOT deployed traffic officers at key intersections to help keep traffic flowing smoothly,
adjust traffic signals and reroute buses if needed, and tow illegally parked vehicles

LADOT operated a command center at the Los Angeles Coliseumn and two traffic manage-
ment centers—the main traffic management center next door to City Hall and a satellite
center a few blocks from the Staples Center. The satellite center could monitar CCTV canr-
era views and provided a staging area for traffic officers.

ETA operated 265 buses for delegate transportation during the convention. Buses were
staged and stored at the Los Angeles Coliseumn, which is-about one mile south of the
Staples Center. Buses were dispatched from the Coliseum each morning of convention
week. They traveled on schedules between hotels and the Staples Center using pre-deter-
mined routes. In the late afternoon, when the majority of delegates traveled to the Staples
Center, ETA switched from a scheduled service to demand-based service. Buses left hotels
once they were loaded instead of at predetermined times. This approach helped to meet
the strong peak demand in the 30 minutes before the convention was gaveled to order.

Features of traffic and bus shuttle operation that were important to the success of the
operation were:
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shared an emergency frequency, allowing direct communication between officers in
the field from each department. In addition, LADOT traffic engineers carried cell-
phones that enabled them to communicate without using the crowded LADOT
radio freguencies.

W Sheriff deputies on board each bus shuttle. The sheriff deputies provided

- security for the buses. They were critical in reassuring bus drivers and convention
delegates in the few instances when a bus was swarmed by demonstrators. The
deputies also provided radio communication that enabled the command center to
track the location of each bus, and divert buses to alternate routes when necessary.

# Separation of drop-off areas. \/ehicles carrying dignitaries entered the
Convention Center underground parking lot and dignitaries walked underground to
the Staples Center. Buses dropped off delegates on Figueroa Street and delegates
then walked to the Staples Center. Charter buses staged on two blocks outside the
Staples Center that were closed to traffic. An area was also provided for limousine
drop-offs and pickups-

B Extensive contingency plans. Contingency plans were prepared for rerouting
of bus shuttles in the event that demanstrations blocked certain entrances. LADOT
was prepared to bring buses into the secure area around the Staples Center d’iréctly
from adjacent freeways. In order to alter bus routing into the Arena as conditions
warranted, LADOT personnel were given hand-held signs with a large arrow. These
staff could then be deployed to specific locations to direct buses along alternate
routes. The arrows were used two or three times during the convention.

LADQT also prepared remote bus staging areas where buses cotlld stage in the event that
access to the Staples Center was completely blocked for a period of time. (The remote
staging area and alternate freeway exits were not used.) Finally, LADOT arranged to use a
cemetery southwest of the Staples Center in case traffic control personnel needed to evac-
uate the Staples Center area to ensure their personal safety, as occurred during one
demanstration.

@l Eliminate signage as potential weapon and other security-related
actions. LADOT replaced metal signage that could potentially be removed from
posis and used as a weapon with signs made of a softer material. LADOT also
removed traffic poles and signals adjacent to the perimeter fence to prevent anyone
from climbing the traffic poles to surmount the fence. Because outsiders could moni-
tor LADOTS analog radios, codes were used to identify intersections and Streets.

& The city placed a moratorium on construction and filming in the traffic
impact area around the Staples Center, to maximize traffic capacity and eliminate a
source of potential disruption,

Neighborhood Concerns

Businesses in the area around the Staples Center were quite concerned about traffic
impacts, access to their businesses and security. Access was maintained throughout the
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Monroe County New York
WEATHER-RELATED EMERGENCIES

eather-related emergencies do not really fall within the definition of

planned However, the planning and management of

-atherrelated emergencies shares many of the

f tr ISportation me anagem ent for ;’JF(‘,’VM;'C special

events. Monroe 'T—.‘)unij.f, . / York, which includes the city of Rochester

and surrounding suburban and rural areas, has been hit by three major
weather emergencies in the past dozen years, including a blizzard, major ice storm and
major windstorm. County, city, town and state agencies have improved their ability to
respond to weather events as a result of experience with these emergencies. The follow-
ing are key to the .?DITII’}/ of agencies in Monroe County to reopen roads and maintain
transportation services during major weather emergencies

Bl The effectiveness of Monroe County’s Emergency Operations Center, which is the

hub faor communications, information sharing, needs and resources identification

- e
and coordina

1 OF agency responses

ordinated planning for weather and other emergencies through the Monroe

County Office of Emergency Preparedn which ensures that the relevant agencies

wolved in planning and operations for the range of emergencies that may



arise, prepares emergency plans and conducts training and exercises to prepare
agencies for community emergencies.

B Compilation of detailed lists for staffing and equipment that enables the Monroe
County Department of Transportation to quickly access necessary resources during a
weather emergency.

M A strong ethic of cooperation, collaboration and mutual assistance, built over many
years of agency coordination.

Introduction

The blizzard of March 1999 dropped 48 inches of wet snow on Monroe County in upstate
New York. Thousands of people were already at work when the snow blocked roads.
Hundreds of vehicles ranging from automobiles to transit buses were stuck in the snow,
Bloed banks and programs for organ donation and meals-on-wheels were needed to carry
life-sustaining deliveries through the storm. Like a windstorm that downed power lines in
September 1998 and a severe ice storm in March 1991, the blizzard of 1999 created an
exceptional challenge to transportation officials in Manroe County.

These weather-related emergencies are not, of course, planned special events and are
more properly placed in the category of emergency preparedness. Yet weather emergen-
cies require preparation similar to that for planned special events for two reasons. First,
Monroe County does in fact plan for these emergencies in a fashion similar to planning for
sports events, political conventions, parades and fireworks displays.

Second, officials involved with planned special events are also often involved with emer-
gency preparedness. Officials emphasize the similarities in the use of an operations center,
interagency cooperation and contingency planning. This case study on a weather-related
emergency further documents these links.

Organization and Agency Responsibilities

The Monroe County Office of Emergency Preparedness (MCOEP) has overall responsibility
for planning and coordinating community emergencies in the county. The MCOEP ensures
that the relevant agencies are involved in planning and operations, takes the lead on
preparing emergency plans, and conducts training and training exercises. MCOEP also
operates Monroe Countys Emergency Operations Center (EQC].

The New York State Department of Transportation (NYSDOT) Region 4 is responsible for
1,680 lane miles of state highway including interstate highways in Monroe County. NYS-
DOT performs snow and ice removal on 730 lane miles of state highways and contracts
with villages and towns for snow and ice removal for the remaining 950 lane miles. NYS-
DQT also removes fallen trees for all state highways in the county.

THE PLANNING AND MAN-

AGEMENT OF TRANS-

PORTATION FOR WEATH-

ER-RELATED EMERGEN-

CIES SHARES MANY OF

THE CHARACTERISTICS OF

TRANSPORTATION MAN-

AGEMENT FOR PLANNED

SPECIAL EVENTS.
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Monroe County Department of Transportation (MCDOT] is responsible for maintenance of
650 centerline miles of county roads. The county contracts snow and ice removal to town-
ships and oversees their work. MCDQOT is also responsible for traffic engineering including
maintenance and control of traffic signals on county roads and all streets within the city of
Rochester. The county has 380 intersections, primarily in Rochester, on a computerized sys-

tem that enables centralized control of the signals

City, townships and villages are responsible for snow and ice removal on local streets and,

In some cases, on state highways under contract with NYSDOT and on county roads

under contract with MCDOT

The Rochester-Genesee Regional Transportation Authority [R-GRTA) operates bus service in
the Rochester area

Monroe County can request assistance from state agencies such as NYSDOT, the State
Police and the New York State National Guard. The National Guard has provided person-

nel and vital equipment to Monroe County during weather emergencies

Others involved with weather emergencies include organizations providing transpaortation
services for mobility-impaired persons and individuals who velunteer to provide snowmo-

biles or personal watercraft ("jet skis”| during emergencies

Planning

The Monroe County Office of Emergency Preparedness [MCOEP) is responsible for emer-
gency planning in the county. Pians range from weather emergencies to earthquakes,
fires, air crashes, train derailments and emergencies at the nuclear power plant in an adja-

cent county

For development of emergency plans, MCOEP idenitifies the type of hazard (e.q.. a weath-
er emergency, fires, etc.) and the agencies that would be involved. If the relevant agencies
agree that a plan is needed for that type of emergency, MCOEP convenes meetings to
develop a plan that specifies the vulnerability, resources needed and how agencies will
work together. Once a plan is developed, MCOEP is responsible for training agency per-
sonnel and for holding traning exercises, generally about once a year for each type of

emergency

A key aspect of emergency planning is the identification of resources. Agencies compile
lists of available equipment, ranging from front-end loaders from utility companies, large
snow blowers from the Rochester airport, and specialized equipment from the New York
State National Guard. For example, the National Guard provides HEMMITS, super sized
tow trucks that can pull buses and large vehicles that have gone off the road or become

stuck 1IN snow



Monroe County DOTS5 experience demonstrates the importance and value of compiling
inventories related to staffing and equipment. The need for these inventories was high-
lighted in the 1991 ice storm when MCDOT and other agencies needed to dispose of
large amounts of debris and required mulchers, grinders and other equipment to handle
the debris and locations to dump it.

Since 1991, MCDOT has compiled lists that include:

B Equipment owned by each county department and each town and village

B Contact names, phone numbers and rates for suppliers of numerous types of equip-
ment such as generators, snow plows, front end loaders, etc.

B Skills of depariment staff such as snow plow driver, cutting torch operator, fork lift
operator and RF radio equipment

B Home phone numbers of department employees, town employees and suppliers

MCDQOT has also developed staffing schedules for 24/7 operations during emergencies.
Operational procedures specify priorities for repair of traffic signals — e.g., signals on priori-
ty routes are repaired before signals on ather routes. Procedures also govemn the condi-
tions under which roads should be closed, the agencies that must be notified of road clo-
sures, and required signage.

MCDOT has also developed work logs for staff to use during emergencies. Work logs track
traffic signal outages, usage and location of equipment, staff hours, etc. Logs are used for
operational purposes during an emergency. They also document staff time and payments
to suppliers for use in obtaining federal disaster reimbursement.

Transporiation Management During Weather Emergencies

The MCOEP Emergency Operations Center (EOC), located near the Rochester airport and
across the street from the NYSDOT Region 4 Regional Traffic Operations Center headquar-
ters, is the focus of activity for weather and other emergencies. Transpartation agencies
such as NYSDOT and MCDOT are represented at the EOC as are other law enforcement,
fire service and emergency response organizations such as the Red Cross and major utility
companies. The EOC is staffed on a 24/7 basis once activated for an emergency.

The EOC is the hub for communications, information sharing, needs and resources identi-
fication and coordination of agency responses. EOC managers facilitate interagency coor-
dination, priority setting, identification of needs and resources.

Key aspects of EOC operations are:

B Coordination of personnel and equipment. Agencies are unlikely to be able
to carry out their responsibilities for snow and ice removal, debris remaval, clearing
stranded vehicles, etc. without help from other agencies. Thus, the EOC matches
transportation and utility crews to clear downed power lines; snow plow crews,
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police, tow trucks and transit agency buses and bus operators to pick up drivers
whase cars have become stuck in snow or ice; and highway work crews with snow
blowers provided by the Rochester airport. Interagency coordination and collabora-
tion occurs both in the EOC and in the field. For example, town highway depart-
ment crews, which are formally responsible only for snow and ice removal, also
assist with moving trees that block roads when needed.

8 Coordination of priorities for clearing roads. Because life safety is the first
priority in an emergency, transportation agencies focus on clearing roads for emer-
gency vehicles. Priority is given to state routes near hospitals and then to high-vol-
ume roads, first to clear one lane for traffic and then to clear two lanes. Agency
managers at the EOC agree on priorities for road clearance and coordinate deploy-
ment of state, county and town crews.

B Staff relationships built up over years of planning, training and train-
ing exercises. The same staff works tagether in a wide variety of areas that
encompasses different types of emergencies as well as everyday operations. In addi-
tion, the same staff are responsible for both writing and executing plans. These
long-term relationships spanning different types of projects facilitate close intera-
gency coordination and collaboration.

¥ Use of the "Incident Command System" during emergencies. Al stale
agencies as well as county departments use the incident command structure, a
national standardized approach to operations, during emergencies. Personnel are
drawn frem throughout each agency and assigned to one of four sections:
Operations, Planning, Logistics and Finance. Personnel are trained in the same ter-
minology to aid communications and are assigned to jobs that best suit their talents.
“The stripes come off,” in the words of the Region 4 NYSDOT director.

Agency personnel communicate primarily using two-way radios and also by cell phone.
The county can patch together radio channels used by different agencies to enable direct
interagency communication. The EOC can also issue two-waly radios on a pre-determined
frequency to persannel from different agencies, for example, tying together 16 people
from four different agencies.

Public information needs are handled by the Monroe County Office of Community and
Special Events once the EOC is activated for an emergency. Information is passed from the
EOC and incident commanders in the field to the Office of Community and Special Events,
which then notifies the public through newspapers, radio and television. A telephone
“hotline” number is programmed with pre-recorded messages. Information on road clo-
sures is displayed on variable message signs on highways.

The EOC also has the capability to operate a phone bank with live operators. This capabili-
ty was set up for emergencies at a nuclear power plant in a neighboring county and



could be used for other emergencies if necessary.

Because each of the three weather-related emergencies was declared a federal
emergency, federal and state governments reimbursed costs incurred during the
emergency. MCDOT was reimbursed for 85 percent to 94 percent of its expenses
for the blizzard, ice storm and windstorm.

Neighborhood Concerns

As with planned special events, weather emergencies raise issues of neighbor-
hood impacts. One example is chipping, stockpiling and burning of debris from
downed trees. Debris disposal is subject to state or county permitting processes
that afford opportunity for public input in writing and/or at public hearings.

Another issue is dumping snow into rivers from various bridges. Residents some-
times object to the noise from trucks conducting these operations. This Issue is
addressed by the city or town government in selection of bridges to use for this
purpose.

Emergency Coordination and Planning

Planning and management of emergency operations are in many ways similar to
those for planned special events. For example, both types of events are often
organized around an operations center that brings together a variety of agencies.
The operations center facilitates interagency coordination and rapid adaptation to
changing circumstances and needs. Operational needs are also similar; for exam-
ple, the designation of travel routes and the need to move many people in a short
period of time.

An example of the relationship between planned special events and emergency
planning in Monroe County was the Ryder Cup golf event held in the late 1990s.
Experience with emergency events was helpful in planning bus shuttles, major
routes, communications, public information. Agency officials also drew on intera-
gency relationships for Ryder Cup planning that had been developed during plan-
ning for community emergencies.
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New York City, New York

NEW YEAR’S EVE IN TIMES SQUARE

ormally Times Square is one of the busiest intersections in Manhattan’s
congested Midtown business district, but every New Years Eve it is closed
to traffic completely. On these nights, up to a million spectators gather in
Times Square to watch “the ball drop” at the stroke of midnight, ushering
in the new year. Because the celebration is an annual event that has
taken place for many years, the agencies involved in crowd control and
traffic management are experienced and effective at carrying out their duties. Increased
attendance for the millennial year and heightened security concerns in 2002, in the wake
of the September 11 terrorist attacks, created additional complications. Nevertheless, the
agencies’ previous experience with the event enabled them to take these challenges in
stride.

Key factors in the success of the transportation aspects of New Years Eve are:
Well-defined roles for the major agencies involved dllow each agency to
focus on doing its own job effectively. and reduces the need for intéragency com-
munication.

' A large amount of manpower — 8 000 or more police officers — is devoted 1o
the event and keeps crowds and traffic under control
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' Organization and Ageﬁcy Responsibilities

The New York Palice Department (NYPD) is responsible for contralling crowds and manag-
ing traffic around Times Square on New Years Fve. The}NY:PD'r devotes a tremendous
amount of manpower — about 8,000 officers — ta ensure that the event funs smoothly.

Two divisions of the NYPD have primary responisibility — the Manhattan South borough
office, and the Traffic Control Division of the Transportation Bureau. The Manhattan South
borough office is responsible for crowd control. Police officers under the Manhattan South
command direct pedestrians into designated barricaded areas for safe viewing. Officers
also operate security checkpoints at designated locations where spectators enter the area.

Some police snipers are also stationed on rooftops of buudlngs overlooking Ti Times Square

The Traffic Control Division is responsible for managing vehfcdlar traffic. It closes _the streets
in and around Times Square to traffic and redirects traffic from around Times Square.

Complementing the wark of the NYPD, the New Ybrk:City Department of Transportation

{DQT) maintains the physical safety of the streets in and around Times Square. In advance

of the event, DOT inspects streets for damages and makes necessary repairs. It welds man-
hole covers shut for safety and security reasons. It removes bonarqs-and-!igh_t posts from
the street to make room for large numbers of pedestrians. DOT also ensures that the out-
door stage, decorations, and other special entertainment facilities are safe. Working with
the Traffic Control Division of the NYPD‘ DOT deploys electronic signs to disse‘rﬁinate infor-
mation about street closings in Times Square. The DOT Office of Special Events coordmates
these activities, which involve several cllvtsrons Wlthll"l DOT. j

MTA New: York City Transit, which operates the citys bus and subway system, refoutes

buses to take account of the closure of Times Square and increases the amount of subway
service to handle the crowds. Trains typically arrive every ten minutes until about 1:30

a.m. instead of arriving at the 20-minute intervals that are standard for the early morning

hours. NYC Transit also deploys “gap® trains that can fill in where a large number of people
are waiting at Times Square stations, Station entrances {but not entire stations) immedlately
around the ball drop are closed and part-time entrances on the periphery are opened for
the evening.

The Times Square Business Improvement District (BID) hosts the New Years event and
organizes its production — setting up the ball drop, a stage, decorations, and other enter-
tainment. In early December of each year the BID hosts a meeting of property owners and
security directors for buildings in Times Square to explain the details of the event. The BID
Instructs area businesses on the waording to use in passes that businesses jclist_ri'buté tO cus-
tomers who need to reach their locations after the area is closed on December 31. Hotels,
for example, create write-band passes and restaurants distribute leaflets that allow patrons

to go to that restaurant but nowhere else.






IT ALL COME TOGETHER

U]
=
= 4
Q
o
<
=

the: most capable people are located where they are most needed. The most experienced
officers are stationed closest to Times Square. Officers drawn from farther reaches of the
city are stationed at less critical intersections at some distance from Times Square itself,
Civilian traffic agents are stationed furthest from Times Square, where police action is
unlikely to be necessary. This extensive amount of manpower allows the Traffic Control
Division to direct traffic manually wherever necessary, in order. to prevent gridiock and
keep traffic moving. j

Streets are closed to traffic as far north as 57th Street and as far south as 34th Street,
depending on crowd size. The Traffic Control Division erects barriers as it closes streets. Up
to'a certain time of day, residents whose homes are on the closed streets are permitted to
use otherwise closed-off streets to reach their homes. Later in the day, however, not even
residents are allowed to bring cars on to the closed streets. Vehicles directly invoived.in the
New Years event — setup vehicles, press vehicles, and VIPs — are registered with the NYPD
in-advance and are allowed to enter if the proper paperwork is presented upon arrival.

The Sanitation Department cleans up after the event. Traffic Control officers reopen the last
streets around 4 a.m

Keys 1o traffic and crowd management are:

© Streets are closed and spectator pens are set up as the crowd grows.
The first pens are erected in the heart of Times Square, closest to the site of the ball
drop. Cross streets dre closed one by one starting about noon as the pens fill up
and more space is needed to assemble additional pens. As spectators arrive at the
perimeter, they are channeled along specified cross streets into pens. This process
continues throughout the day, until close to midnight. In this manner, the number
of pens is matched to accommodate the size of the crowd, streets are not closed to
traffic until necessary and spectators are not allowed to roam around Times Square
searching for a better viewing perch.

“ Additional streets are closed when attendance is unexpectedly high.
As it prepares for the event, the Traffic Control Division has an idea of how many
streets eventually will need to be closed, based on attendance projections from the
event producers at the BID and experience from previous years. Since projections
may not be accurate, however, the Traffic Control Division is prepared to deploy offi-
cers rapidly to close additional streets, if actual crowding warrants this action. For
example, Sixth Avenue and Eighth Avenue, along the perimeter of Times Square,
were partially closed for the first time in 2000, because unusually large crowds
began to spill on to those avenues.

© Police officers manually control traffic at every intersection in the
area. Traffic officers are stationed at every intersection within a broad radius around
Times Square. Officers are charged with the task of preventing gridiock, which
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The success of July 4 traffic management at VDOT is thus built on a multiyear program of
upgrading traffic signals and cennecting traffic signals to a central control center. It has
also proceeded from success in optimization of traffic signals along specific corridors and in
congested areas such as Tysons Corner. Showing the benefits of traffic signal improve-
ments has been important to obtaining support for further work. Benefits have been cal-
culated in dollars of fuel savings and hours of time savings for motorists. Motorists who
arrive home a few minutes earlier than expected, or who can reach run their errands
more quickly on the weekend have also directly experienced benefits.

Introduction

In the early 1990s, the Virginia Department of Transportation (VDOT) and city agencies
responsible for traffic management in the northern Virginia suburbs of Washington D.C.
faced a very visible and worsening problem of traffic congestion. Population, employment
and travel growth in the area was saturating the roadway network, producing long com-
mutes to work and endemic traffic jams whether during rush hour, at malls on holiday
weekends, or leaving major special events such as the July 4 fireworks display along the
Mall in Washington.

In response, VDOT and local agencies pursued an opportunity that was largely invisible to
motorists caught in congestion. The opportunity was to make far more efficient use of
existing roadway capacity through computerized and refined traffic signal coordination. In
the mid 1990s VDOT began installation of a $26 million traffic signal system that included
new intersection traffic signal controllers, communications for central control of the traffic
signals, and a centralized traffic management center. Completed in 1998, the approxi-
mately 1,000 traffic signals that VDOT owns and operates in northern Virginia were
upgraded. Traffic engineers at VDOTS traffic management center in Arlington monitor the
operation of each traffic signal and can alter timing patterns as warranted by traffic vol-
umes. The challenge remained, however, to use the new system to move traffic more
quickly for both special events and daily operations.

Organization and Agency Responsibilities

VDOT operates approximately 1,000 signalized intersections in northern Virginia. VDOT is
responsible for maintenance, operation and eventual replacement of traffic signal equip-
ment at these intersections.

The traffic signal controllers at each intersection are connected with VDOTS traffic manage-
ment center in Arlington. VDOT uses copper wire lines leased from the telephone compa-
ny using digital data service technology. VDOT has also installed over 10,000 magnetic
loop detectors—devices buried under the pavement that detect traffic passing over the traf-
fic lane. Loop detectors are placed at the intersection and several hundred feet from the
intersection to give a preview of traffic volumes approaching each intersection.

IN THE EARLY 19908,

VDOT AND CITY AGEN-

CIES FACED A VISIBLE

AND WORSENING

PROBLEM OF TRAFFIC
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Computers at the traffic center monitor traffic volumes and speeds at each intersection.
Traffic engineers can evaluate the effectiveness of current signal timings and design and
download new timing plans as warranted. The computerized system also monitors proper
functioning of each traffic signal and alerts staff when a malfunction is detected. VDOT
quickly sends repair technicians to any location where signals are malfunctioning. VDOT
no longer needs to wait until police officers or citizens report a malfunctioning signal
Traffic data is also archived in large databases for later analysis

Several local governments maintain ownership and control over traffic signals in their juris-
dictions. These include Arlington County and the cities of Alexandria, Fairfax, Falls Church
and Vienna. Together, these local jurisdictions operate 300400 signalized intersections.

Like VDOT, Arlington County, Alexandria and Fairfax City can remotely monitor most or all
of their traffic signals and alter signal timings from control centers. Falls Church is in the
process of upgrading to a similar system.

In addition, Arlington County has implemented the SCOOT adaptive traffic control system,
which adjusts traffic signal timings in real time as traffic volumes fluctuate. Thus, the system
may automatically lengthen signal cycles when traffic volumes are unusually heavy, such
as on a Friday afternoon. The SCOOT system is operational in Pentagon City, Crystal City
and on Arlington Blvd. [Route 50) and Columbia Pike [Route 244). The city of Alexandria
has a similar system on the drawing boards.

The District of Columbia also controls traffic signals remotely from a control center.

Day-of-Event Management

Northern Virginia interstate and state highways experience unusually high traffic volumes
in the late evening of July 4 as motorists return home from the fireworks display on the
Mall in Washington, D.C. The peak in traffic begins immediately after the fireworks ends as
motorists parked on the bridges head home. Traffic volumes approximate normal Saturday
afternoon traffic volumes, as illustrated in Figure |

Traffic management for moving this surge of fireworks traffic relies on the systems installed
for normal traffic signal operations. These include:

B Long cycle lengths to increase the vehicular capacity of arterials lead-
ing out from the District. VDOT uses cycle lengths of up to 240 seconds with
outbound signal progression on major arterials. Alexandria sets Route | signal tim-
ings to the afternoon rush hour plan to handle the mass of traffic coming from DC
immediately after the fireworks ends. Cycle lengths are |28 seconds north of Old
Town and 80 seconds in Old Town, which accommodates both traffic volumes and
pedestrians crossing Route 1. The District of Columbia uses its morning rush hour
signaktiming plan from 1 p.m. to 2 p.m. on July 4 and the outbound rush hour



plan from 9 p.m. to 1 a.m. Arlington County programs its SCOOT adaptive control
systemn for longer cycle lengths on Route 50 starting at 9:15 p.m. on July 4

B Ensuring that each traffic signal controller is using the exact same
time of day. When traffic signal controllers are not connected to a traffic control
center, their internal clocks tend to drift away from the correct time. This drift makes
it impossible to maintain signal progression.
VDOT and local traffic engineers fix the clock drift problem by regularly synchroniz-
ing traffic signal contrallers with the accurate time broadcast by the National Institute
of Standards and Technology' (NIST). For most users in the United States, the
received accuracy of these broadcasts should be less than 10 milliseconds (17100 of

| Fig 1 Normal Saturday Compared with July 4 Trafic Volumes
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a second), quite sufficient for traffic signal purposes. Clocks are synchronized once or
twice a day.

B Quick repairs to malfunctioning traffic signals. Engineers at the traffic con-
trol centers run by VDOT and local agencies can often troubleshoot signal malfunc-
tions from the control center, including determining whether the problem requires
immediate attention. Some signal malfunctions cannot be fixed remotely and require
a visit by a repair technician. VDOT and several local traffic agencies can send tech-
nicians out to malfunctioning traffic signals within a short period of time. For exam-
ple, Arlington County responds to malfunctioning traffic signals within 30 minutes
during working hours and within 3 hours at other times.
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THE ACTUAL

EVENING OF JULY 4

CAN BE REMARK-

ABLY UNEVENTFUL.

B Coordination between jurisdictions. Several jurisdictions coordinate traffic sig-
nal timings across jurisdictional boundaries at selected locations. For example, VDOT
and Arlington County coordinate traffic signal imings along Route 50 (Arlington
Blvd.) through the congested Seven Corners area and where Route 244 (Columbia
Pike) traverses the county/VDOT boundary. VDOT also coordinates signals tirmings
with Arlington County and Falls Church on Route 29 [Lee Highway). Traffic signal
coordination involves ensuring that traffic signals use compatible cycle lengths and
offsets. As a result, during the evening rush hour, for example, outbound signal pro-
gression is maintained as traffic moves across jurisdictional boundaries. Without inter-
Jurisdictional coordination, motorists would frequently hit red lights at jurisdictional
boundaries, backing up traffic and unnecessarily reducing street capacity.
Inter-jurisdictional coordination is not always appropriate or even possible. Along
Route |, for example, the distance between Alexandrias last signal and VDOTS first
signal is too great to make coordination useful. In addition, the presence of a major
95 interchange adds and absorbs so much traffic that even if the signals were clos-
er together, signal coordination might not be of much value. Another example is
where Arlington County’s adaptive control systerm, SCOOT, abuts another jurisdic-
tion. Since SCOQOT alters signal cycles "on the fly," coordination with adjacent juris-
dictions using fixed cycle lengths is not possible.

B Analysis of traffic data from previous years. VDOT records traffic volumes
and speeds in a large database. Using sophisticated traffic optimization software,
VDOT traffic engineers can find the most efficient signal timings for each intersection
or corridor. Engineers can also evaluate the effectiveness of alterations to signal tim-
ings. VDOT has tweaked its traffic signal timings based on analysis of previous July 4
traffic data to improve the flow of traffic.

In addition to building on these aspects of day-to-day operations, as July 4 approaches
traffic engineers double-check that traffic signals are functioning properly and have the
proper signal timings loaded into intersection controllers.

The actual evening of July 4 can be remarkably uneventful. Signal timing plans take effect
automatically and little other than continued monitoring needs to be done. VDOT traffic
engineers monitor the system from home using dial-up connections to the control center.
Engineers can adjust traffic signals if they see a need and can call on repair crews if neces-

sary.



Neighborhood Concerns

Neighborhood concerns have not been a significant issue for July 4 traffic operations.
VDOT staff report that traffic signal adjustments to accommodate the late-evening surge in
traffic do not create problems for cross-street traffic because of low traffic volumes on cross-
streets at that hour of the day. VDOT signals on main arterials provide a green signal for
cross-street traffic only when loop detectors detect a waiting car. If there is no cross traffic,
the signal remains green for Route 50 traffic. Pedestrian push-buttons activate the signal
for any pedestrians using an intersection.

Special Event Coordination and Planning

Optimization of the traffic signal system for July 4 has been part of addressing traffic con-
gestion in specific locations and times of day. In the view of VDOTS head traffic engineer,
success with improving traffic management on July 4 showed VDOT how to build an
"outside the norm” plan and produce noticeable improvements in traffic flow.

Prior to the July 4 effort, VDOT optimized the traffic signal system in the TysonSs Corner
area, a busy commercial hub near Vienna. VDOTS traffic models using actual traffic vol-
umes showed that motorists saved $ 1.5 million in fuel costs and additional savings of mil-
lions of dollars in the value of their time. The public experienced real improvements in traf-
fic. Some motorists called VDOT to convey their appreciation at arriving home earlier than
usual; motorists passing VDOT roadside crews signaled "thumbs up” in appreciation; and
the Washington Post ran a positive news article.

Inspired by this success, VDOT turned its attention to complaints about July 4 traffic. As
with Tysons Corner, the public reacted positively. Whereas VDOT had received a steady
stream of complaints about traffic after the fireworks, they have not received complaints
since the improvements were implemented.

These successes have led to further signal optimization in the Tysons Mall area. VDOT
views a logical next step as incident management planning working cooperatively with
counties and cities in northern Virginia.




'BALLPARK

iven the traffic congestion that was already occurring for smaller events in
downtown Phoenix, how could the addition of 50,000 baseball fans be
accommodated for the Arizona Diamondbacks’ new ballpark without
major traffic delays?

In response to this challenge, the city of Phoenix, in cooperation with
downtown business groups, developed the "Sunburst Traffic Control Plan” to manage the
increased traffic and pedestrian volumes from the balipark, particularly when game days
overlapped with multiple other downtown events. Keys to the success of the traffic plan
included:

Extensive transportation and parking planning for game nights, integrated as part of
an overall planning effort that encompasses all downtown special events
Active participation of a downtown business group in transportation planning and
facilitate communication between city agencies and businesses and the public
' Extensive public information including outreach to businesses, reaktime updates o a
local radio station and courtesy personnel providing information and assistance to
matorists and pedestrians

= An emphasis on utilizing much of Phoenixs extensive arterial and highway network
to prevent traffic from building at any one location.
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Work on the Sunburst Traffic Control Plan began 18 months prior to the opening of Bank
One Ballpark. This early start gave staff time to present the first draft of the plan to a range
of community and business groups. This process afforded city staff with the opportunity to
both educate groups that would be affected by the new ballpark and to make improve-
ments to the plan based on the discussions.

Two planning mechanisms have been used. For the initial planning, the assistant city mar-
ager created a task force in Au'gust 1997 to resolve traffic and parking issues. The task
force was composed of Streets Transportation, Police, Community and Economic
Development, and Transit Departments of the cuty of Phoenix. Out of this group was born
the Sunburst Traffic Management Plan.

Currently, an Event and Transportation Coordinating Committee provides the forum to
address issues related to downtown events and taffic issues. The group includes the
Streets Transportation, Transit and Police Departments and the Downtown Phoenix
Partnership. Downtown venues such as Bank One Ballpark, Dodge Theatre and Civic

Plaza, which manages the largest parking garage in the area, also participate.

In biweekly meetings, the Event and Transportation Coordinating Committee works on
plans for upcoming events, reviews issues from recent events and works to ensure that all
affected organizations are aware of downtown activities that may affect them. The
Downtown Phoenix Partnership acts as a facilitator to this process to assist with communi-
cation and liaison between city departments as well as between city departments and
businesses in the area and the general public. The Downtown Phoenix Partnership also
informs stakeholders such as local businesses of upcoming events and street closures and
traffic routing. Notifications are sent by fax and e-mail. The Partnershlp also issues media
alerts to inform the general public. -

Keys to the ongoing planning and coordmano_n process are:

et A

B Regular meetings of the Event and Transportation Coordinating Commitiee.
Meetings provide a forum to keep affected parties informed of upcofning events and
to raise and resolve issues. A key aspect of this committee is that it includes both city
departments and business representatives. Business representatives feel that they
have input throughout the planning process. City staff feels the forum fosters team-
work and issues are worked out at the operational level. ' :

¥ Communication and facilitative role of the Downtown Phoenix Partnershsp The
Partnership ensures that affected parties are kept informed, helps to focus city
departments on issues that need to be addressed, and communicates traffic and
parking information to local businesses and the public. The police feel that the
Partnerships role is important to letting them focus on traffic operations and safety.






| AS THE TIME FOR AN

EVENT APPROACHES,

| VARIABLE MESSAGE
SIGNS ON HIGHWAYS
| DIRECT TRAFFIC TO

| Less-congesTED

: Exn’*s.










Catl e
'.ﬂi P'}\ "\'—\\“\Ef
AR 1A oy
=) ‘\a\ “‘;}“
\

‘1'\ -y \\:{‘,
T T
L AR,

AL A,
AR Ammy
pEEL Ay

L AR LY

A 1y
AN
A
ey e

A A

_Ig VNOZI¥Y ‘XINIOHU



m\ "hfll I\‘

he opening of a downtown indoor arena seating 18,000 spectators could
create neighborhood and patron dissatisfaction from traffic and parking

1 also strain city resources for planning and

conflicts. Arena events cc

managing arena sporting and other events

opening the San Jose Arena (now the

Compag Center at San José| in 1993 required an integrated effort involving the facility, city

The city of San José recognize

ncies, neighborhood groups and other affected stakeholders. This effort involved ¢

aing and ( yramnat

Compilation of a thorough transportation and parking plan that is formally adopted

by the City Council. Under the plan, city agencies use a combination of technologies
changeable message signs tic loop detec-

sed circuit television ca

destrian and parking activities
Commitment of adequate funding and staffing for transportation management
Creation of an arena oversight agency that also acts as the principal liaison with the

mmunity



B Ongoing moenitoring, evaluation and adjustment of transportation operations strate-
gies through monthly interagency operations committee meetings.

B Outcome-based approach to tracking agency performance.

M A procedure to modify the transportation plan as circumstances warrant.

W Strong spirit of coordination and accommodation among agency staff, a commit-
ment to address neighborhood issues, and a results-oriented ethic of accountability.

Also notable is the evolution from event planning to long-term planning issues. The same
group of agencies that have built close relationships to plan, communicate and coordinate
arena events have added long-term issues to their agenda, such as extension of a light rail
line to serve the arena and a flood control project.

Introduction

The Compaq Center at San Jose hosts 40-50 hockey games & year and approximately 125
other events such as concerts, indoor football, tennis, figure skating, family shows, con-
ventions and seminars. Opening in September 1993, the arena helped revive a moribund
downtown. Combined with expansion of the convention center, opening of major new
hotels, construction of prime office space, good rail and highway transportation access,
and a broad variety of special events held downtown each year, the Compaq Center has
helped attract residents and visitors to the downtown area.

The arena is located immediately to the west of downtown San José. It is adjacent to sin-
gle-family residential neighborhoods to the north, west and south and a commercial area
to the east. The arena can be reached by car from 87 which runs immediately to the east
and several major arterials. There are 1,650 on-site parking spaces, used primarily for pre-
paid parking, and 11,000 off-site parking spaces, including 4,308 off-site parking spaces
within one-third of a mile of the Arena.

The arena is a short walk away from a Caltrain commuter rail station and several Valley
Transportation Authority (VTA) bus routes. VTAS most utilized bus route has a bus stop right
in front of the arena. A VTA light rail line is a ten- to fifteen-minute walk from the center. A
free VTA shuttle bus connects the light rail line to the arena during events at the arena.
About 550 patrons use CalTrans, light rail and/or the shuttle bus on hockey game nights,
and about half that number for other events. A new light rail line with a station just south
of the arena entrance is currently under construction and scheduled to open by 2004.

Organization and Agency Responsibilities

The San José Department of Transportation has the lead responsibility for traffic and park-
ing planning and management for arena events. DOT has a $500,000 annual budget for
this purpose. This includes the cost of police officers and supervisors who staff events for
the purpose of traffic control. DOT specifies the number of officers needed for each event,
based on the Transportation and Parking Management Plan (TPMP), and approves deploy-
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I& WATCHING IT ALL COME TOGETHER

TRAFFIC AND PARKING

FOR THE ARENA FOL-

LOWS THE

TRANSPORTATION AND

PARKING MANAGEMENT

PLAN (TPMP), WHICH

COVERS TRAFFIC FLOW,

SIGNAGE AND POLICE

STAFFING

ment of any additional officers. DOT also staffs its traffic signal control center (called "Signal
Central’) during events at the arena. Signal Central operators monitor traffic and parking

conditions using the CCTV cameras and loop detectors, and communicate with the police
and parking attendants, making changes to signal timings and changeable message signs.

The San Jose Police Department is also integrally involved in pre-event planning. During
events, the PD is responsible for traffic control. Its relationship with DOT during events is
described as being "hand in hand,” although fermally the PD is in control on the day of
the event. The PD is not responsible for security in and around the arena during events;
security functions are assigned to the San José Arena Management Corporation.

Another agency playing a key role in transportation planning and management is the San
Jose Arena Authority. The Arena Authority was created by the San José City Council in
1990 during planning of the Arena and operates under an agreement with the city of San
José. The Arena Authority has two broad missions: oversight of arena management and
liaison with the community. The Arena Authority acts as a neutral third party to identify
issues affecting the arena, convene the responsible organizations and find a resolution.

Interagency coordination takes place through the Arena Events Operating Committee
[AEOC). This group develops an Operations Manual based on the TPMP coordinates event
planning, monitors perfarmance of traffic and parking operations, and debriefs on recent
events. The AEOC is composed of representatives from the Arena Authority, Arena
Management Carporation, Santa Clara Valley Transportation Agency, Convention Center,
San José Redevelopment Agency and the following city agencies: San José Police
Department, Office of Cultural Affairs, Office of Conventions, Arts and Entertainment, Parks
Department Visitor Services Unit. The AEOC also handles management of downtown area
parking lots.

Agency representatives to AEOC are given considerable latitude to make decisions. They
are also held accountable for satisfactory arena operations.

Most of the parking facilities in the area are owned and/or operated by the San José Arena
Management Corporation, which coordinates parking management through the AEOC,
Several other private parking operators also serve arena patrons. These operators have
signed letters of intent with the city. The letters of intent assure that the parking lots will be
open and properly staffed. In exchange, signage directs motorists to the lots. Attendants at
the lots are equipped with two-way radios to communicate with city staff when their lots
are full to capacity.

Planninq

Traffic and parking for the arena follows the Transportation and Parking Management Plan
(TPMP], which covers traffic flow, signage and police staffing for each of a dozen different
types and sizes of arena events. The TPMP is agreed to by the city and the San José Arena




Management Corporation and adopted by the City Council.

The TPMP was first developed prior to the opening of the Arena and approved by the City
Council in June 1993, prior to the September 1993 opening. The criginal plan provided
for a trial period. A revised plan, reflecting fine-tuning based on initial experience, was
adopted in 1994. The plan was most recently revised in February 2002. Revisions are now
planned on a three year cycle.
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The TPMP details the level of service that the city will provide for arena events. A separate
agreement addresses revenue provided by the San José Arena Management Corporation
to the city. Aithough the two agreements are not formally connected, staffing and other
resources to carry out the TPMP are available due to the revenue the city derives from the
arena.

The TPMPS goals are to assure efficient and effective vehicular and pedestrian traffic circula-
tion; provide sufficient parking access, minimize traffic congestion on surrounding streets,
and minimize traffic and parking intrusion into the neighborhood. The plan identifies key
characteristics affecting traffic and parking needs such as event attendance, time of day
and crowd characteristics. The plan is also adjusted for other important factors such as a
high volume of passenger drop-offs and high limousine or charter bus turnout. Each plan
identifies traffic ingress and egress routes; traffic circulation patterns; major pedestrian corri-
dors and bike facilities. Signal timings, static signs, police traffic control and temporary
street closures are tailored for each set of conditions identified in a dozen different plans.

Day-of-Event Management
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Traffic and parking management activities rely on the citys network of interconnected traf-
fic signals. Of the 775 traffic signals within the city of San José, 545 are currently connect-
ed to a central computer via city-owned copper cable, leased telephone lines, microwave
and spread spectrum technology. All 43 signalized intersections in the immediate Compaq
Center area are on this system. From the city5 traffic management center (called "Signal
Central”), city staff can configure and make real-time adjustments to signal timing plans in
response to changing traffic conditions. The central computer also continuously verifies
that vehicle detection and cantrol systems are in working order.

Traffic conditions are monitored using a magnetic-loop detection system and closed circuit
television cameras (CCTV). Loop detectors are embedded in the pavement at major inter-
sections and show volume and speed of traffic through the intersection. CCTV cameras
are mounted on 45 high poles located at intersections to provide an unobstructed view
of major arterial streets. There are 16 CCTV cameras in the immediate Compaq Center
area.

Another critical technology is changeable message signs (CMS). The signs are used as
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attendees arrive In the area to direct motorists to available various parking lots in the area.

As lots fill to capacity, CMS messages are changed to direct motorists to alternative facilities
in the downtown area. The signs are also used to separate motorists with pre-paid parking
passes, who are directed to the pre-paid lots, from those not using pre-paid parking.

In addition to the nine CMS signs in the arena area, static guide signs are posted through-
out the arena area for both motorists and pedestrians. Signage in the Compaq Center area
is the primary means of public communication. Driving directions and transit information is
also mailed to season ticket holders and placed on the arenas web site.

Major features of traffic and parking management are:

—_— e e e ——— e ——,

i Close coordination between the Signal Central and police directing
traffic at the Compaq Center. Signal Center is staffed for all but minor events
(generally, under 7,000 attendance) and is in constant communication with the
police supervisor and parking lot attendants via two-way radio. The Signal Center
operator modifies changeable message signs and traffic signal timings based on cur-
rent traffic, parking and pedestrian conditions. The operator receives instructions
from the police supervisor, reports from parking lot attendants when lots fill and
views traffic conditions using CCTV cameras. Signal Center operators also report traf-
fic and parking conditions to the pelice supervisor based on CCTV camera views and
data from the loop detectors.

il Separation of drop-off and pickup areas from the arena entrance. The
arena is located on Santa Clara Street. a busy arterial leading into downtown San
José, with the entrance on the corner of Autumn Street. In order to maintain traffic
flow on Santa Clara Street, designated passenger car drop-off and pickup areas are
established approximately one block south of the arena on two streets with light traf-
fic volumes. About 160 feet are available on both sides of Montgomery Street and
an additional 160 feet on Autumn Street. These areas are heavily used by parents
dropping off their teenagers for youth-oriented concerts. Static signage and orange
cones are placed along Santa Clara Street to prevent the street frontage from being
used for drop-offs and pickups.

Il Separate bus and limousine parking areas. Autumn Street adjacent to the
arena is closed to traffic during events. The street is used for limousine and charter
bus parking where 20 or more limousines, or 20 or fewer buses, are expected for an
event. The use of Autumn Street as a staging area is intended to keep these vehicles
from circulating and parking in the surraunding neighborhoods. Limousines and
buses pay S15 to park on this block for the duration of the event. Events expected
to attract more than 20 buses, such as religious seminars and college basketball
tournaments, utilize an on-site parking lot for bus staging and storage. VTA shuttle
buses also use Autumn Street for staging.

¥ Encourage use of remote parking at free parking lots connected by



shuttle bus. The main parking lot at the arena charges $15 for parking while the
fee at less-convenient Iots is less. Patrons can also park for free after 6 p.m. at city-
owned lots in downtown San José and ride the free shuttle bus te the arena [see
below). Use of these remote lots reduces the amount of traffic at the arena, and is
particularly popular with hockey fans who become very familiar with the parking
and shuttle bus.

B Pedestrian corridors. Certain streets around the arena are identified as major
pedestrian corridors frequently used by patrons walking from parking lots or arriving
by transit. Several steps are taken to accommodate heavy pedestrian flows. Some
sidewalks were widened when the arena was constructed; Santa Clara Street side-
walks are 15 feet in width, for example. Fixed signage is designed to facilitate
pedestrian flows toward the arena. In addition, signal timings are designed to
accommodate pedestrian surges before and after events. Several blocks near the
arena entrance are closed off for approximately 15 minutes immediately after events
conclude to facilitate quick dispersal of attendees.

¥ Parents lounge for teen pickups. Even with the size of separate pickup areas
on Montgomery and Autumn Streets, double-parking has been an issue for teen-ori-
ented concerts. The Compaq Center recently opened a parents’ lounge in the
Compaq Center where parents can wait for their children after the event, after park-
ing in & nearby lot.

¥ Residential parking permit program. A major concern of the neighborhoods
surrounding the arena is preventing attendees from parking on residential streets
and taking on-street parking used by area businesses. The city established a parking
permit program for the Compaqg Center area that took effect shortly before the
arena opened in September 1993, The program is unusual in that it addresses the
needs of not only residential neighborhoeds but alse commercial and light-industrial
land uses. The city DOT issues parking permits to residents and businesses within
the permit parking zone, as long as adequate proof of residency or employment is
provided. Businesses are entitled to one permit per registered vehicle and two guest
parking permits. Businesses receive no more than one permit per employee. On-
street parking is restricted to vehicles displaying permits on a 24/7 basis. The city
proactively enforces the permit parking zones during all major events and other
times as necessary.

B VTA shuttle bus service. The Santa Clara County Valley Transportation Authority
(VTA) operates a free shuttle bus service from downtown San José to the Arena. The
shuttle bus serves several light rail stops as well as downtown restaurants and offices
and free parking lots.
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Many of these program elements are modified depending on the type of event. For exam-
ple, bus staging is moved to a larger area when necessary; the frequency of shuttle bus
service varies with the size of event;
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of the hallmarks of traffic and parking management at the Compaq Center is the emphasis
on ongoing evaluation and adjustment. The TPMP is a living document with an estab-
lished three-year revision cycle, A TPMP goal is to adjust the traffic and parking operations
plan as needs and opportunities arise. In addition to the overall process of revising the
TPME the monthly AEOC meetings are a key mechanism used (o evaluate and adjust traffic
and parking operations

Ne_ighporho‘od COncern_s

A primary goal of the TPMP is to minimize traffic and parking impact on the surrounding
communities. The Arena Authority is responsible for regular and ocngoing outreach to the
neighborhood and business communities. Arena Authority officials keep in regular commu-
nication with the three neighborhood associations and two business associations in the
area on traffic. parking and livability concerns. The Arena Authority mails neighborhood
associations and businesses a monthly event calendar. It also holds periodic community
meetings to update residents and businesses on event operations and plans that affect
their neighborhoods.

The Authority acts as a neutral broker/middleman between the neighborhood groups and
DOT, VTA and other government agencies. This division of labor between the Arena
Authority and DOT has several major benefits. [t provides ene point of contact for commu-
nity groups. It also enables DOT to focus on finding solutions to community traffic and
parking concerns while the Arena Authority focuses on communication with the neighbor-
hood, identifying issues and convening the appropriate agencies.

TPMP commits the city to "actively pursue best efforts to achieve and maintain at least
6,350 off-site parking spaces within one-half mile" of the arena entrance.

Special Event Coordination and Planning

San José hosts over 300 outdoor spedial events annually. The city’s Office of Cultural Affairs
(OCA| issues permits for outdoor special events and coordinates the special event calendar
with affected agencies such as DOT. Many of these outdoor events take place in down-
town Sarn José and reflect the citys commitment to bringing people downtown and creat-
ing a lively sense of activity downtown. As a major attractor, the Compaq Center has been
a key contributor to the rejuvenation of downtown San José.

The OCA, DOT and ather agencies coordinate day-to-day special event planning for the
Compaq Center and for downtown special events. The goal is to maintain sufficient spatial
and temporal separation to avoid traffic conflicts. For example, an afternoon event is
scheduled to end with enough time to clear the traffic from the event before people begin
arriving for an evening event at the Compaq Center. Planners believe that attendees gen-
erally come downtown for one event only. What attracts them back for other events is a



good experience, and part of a good experience is ease of travel before and after the
event.

The exception to this approach involves ancillary events that are planned in conjunction
with @ major event. For example, the Arena Green, a small park adjacent to the arena, is
sometimes used for a "lunch in the park” before an event at the arena.

The AEOC is used as a forum for agencies to compare schedules and identify and resolve
potential conflicts. This is particularly important for special events that utilize the parking
lots in the arena area. These events use parking spaces that would otherwise be used by
arena attendees and generate additional traffic. Events in the adjacent downtown area
are also scheduled to minimize traffic conflicts. In addition to monthly AEOC meetings, the
Arena Authority hosts quarterly meetings with city and other agencies on downtown
events. Participants are asked to "bring your schedules and lets talk about how to get
around conflicts,” says an Arena Authority official.

Responsibility and accountability for day-to-day operations and management is assigned to
a mid-level manager at DOT, who works with managers at a comparable level across
agencies. Managers at the AEOC have the authority to make commitments for their agen-
cies in terms of staffing, scheduling of events and related issues. Managers evidence a spir-
it of accommodation and cooperation with an expectation that issues will not be appealed
to senior levels of the department. Asked what would happen if OCA and DOT managers
could not resolve an event scheduling issue and if, hypothetically, he took it to a higher
level, an OCA manager responded that his supervisor would tell him to go back to the
committee to resolve the issue.

In addition to these day-to-day planning activities, the Arena Autharity also identifies long-
term planning issues that affect traffic and parking management for the area. Two major
projects are currently underway that directly affect the Compagq Center: extension of the
VTAs Vasona light rail line, with a new station to be immediately to the south of the Arena,
and flood control on the Guadalupe River, which runs half a block to the east of the
Arena. The Arena Authority is proactive in identifying issues and convening the VTA, the
flood control agency, San José DOT and other affected agencies to address these planning
issues.
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