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Deputy Secretary of Transportation Mortimer Downey
Conference on the New Principles of Management and Budgeting

When they took office, the President and Vice President committed themselves to a course
of what popularly became known as reinvention, the same kind of self-examination that American
businesses and some public agencies went through during the late 1980s and early *90s.

The National Performance Review process, as it first came to be known, was driven by
several forces, the President’s experiences as Governor of Arkansas, constraints imposed by the
budget deficit, and legislation such as the Government Performance and Results Act, the Clinger-
Cohen Act for improved information systems , the procurement reform acts, and the Chief
Financial Officers’ Act.

Then-Secretary of Transportation Federico Peifia and I didn’t need any convincing of this
initiative’s importance for our operations. The Secretary had served as Mayor of Denver, and I'd
been Executive Director of the MTA in New York. We both believed in government’s mission,
and understood that to sustain public trust and support it needed change.

At DOT, we benefitted from an organization with strong, mission-oriented agencies, such
as the Federal Highway Administration and the Coast Guard that are responsive to enlightened
leadership. Together with strong management commitment, that helped us to gain designation for
four GPRA pilot projects within DOT.

Successful in their own right, they also gave us early experience in identifying core
missions, analyzing processes, and determining what works. This meant we had practical
understanding of what reinvention meant in the governmental context, and, even more
importantly, a core group of resident staff who knew the process. They’ve been indispensable in
spreading their knowledge, and their commitment, to other operating units within the Department.

As I noted, we also had Secretarial commitment, first under Secretary Peiia and then
under Secretary Rodney Slater, to shift to a focus on outcomes rather than on process or outputs.
That commitment is an outgrowth of an understanding of how our business, transportation, is

changing.

There’s an ongoing progression towards greater cooperation between the different forms
of transportation, and that in turn is just part of a broader shift towards the measurement of
results, rather than the focus on inputs.

People want to get themselves and the products they ship to their destinations as safely, as
quickly, and as cheaply as possible. They’re less concerned about how the trip is made than
whether the service meets their needs. This emphasis on outcomes reflects the real world and
how it works, and we need to adapt to it.

We built on this understanding through our GPRA strategic planning process, itself a

replay of an earlier, self-generated planning process. This produced common agreement on our
department-level shared mission and on goals that reach across all of our operating units, agencies
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Deputy Secretary of Transportation Mortimer Downey
Fifth Conference on U.S.-Japan Cooperation in Transportation

It’s why our urban areas are so keenly interested in our international aviation policies.
Meeting those international needs requires cooperation between the federal government and state
- and local entities, especially the major metropolitan areas.

The migration of people and jobs to the suburbs which has created these super-cities is
linked to the ascendance of the automobile. That has reshaped mobility patterns which had been
dominant for generations.

Through the 1940s, most people, whether in cities or in small towns, still lived close to
jobs and markets and relied on walking, transit, or other more or less benign forms of
transportation. I can recall growing up in an era when ice, milk, and fresh vegetables were
delivered house-to-house by horse-drawn carts from nearby producers. And anyone who
remembers the environmental issues associated with horses won’t have any romantic illusions
about them having been an entirely benign form of transportation!

That began to change in the postwar years as we built suburban developments and
interstate highways. Today, most people’s perceptions of urban mobility equate to cars and light
trucks, which account for more than 80 percent of travel.

That’s partly because of people’s choices: the flexibility and convenience they offer are
hard to match, and people can have them at little cost, only pennies per mile. In fact, as cars have
become more fuel efficient and as gasoline prices stabilized, the fuel costs of U.S. travel today are
at an all-time low in real-dollar terms.

The use of cars has also grown because of changing demographics and lifestyles: low-
density suburbs which resemble a spider’s web of roads aren’t easily connected by conventional
transit systems designed around a hub-and-spoke pattern.

- More women are in the workforce, and they, and their spouses, often depend on their cars
not just to commute to jobs but to transport children and to perform household maintenance
chores, often in what we call “chained” trips.

And auto use has been encouraged by other government policies: extensive road building,
tax benefits for single-family homes, and relatively low fuel taxes. These policies have fostered
travel and land use patterns which are most easily served by the automobile, and which won’t be
easily modified.

Some of this is partly due to the nature of America’s governmental institutions, which
were created to solve yesterday’s problems, and are often unsuited for solving problems that
transcend their boundaries.

Institutions are fragmented vertically between different levels of government, horizontally
among different local units of government, and functionally between transportation, air quality,
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There are other concerns. Although other sectors have moved away from oil use over the
past two decades, transportation remains almost entirely dependent on petroleum, and the
dramatic increases in energy efficiency achieved beginning in the 1970s have leveled off as people
buy larger vehicles that make sense in today’s fuel-cost scenarios.

This is worrisome because many of the identified causes of global climate change are not
controlled by the technologies which have helped to reduce urban air pollutants.

In fact, they may worsen it: the EPA estimates that nearly half of nitrous oxide emissions,
which have a major impact on climate change, are produced by catalytic converters designed to
reduce local air pollution. Another major source of nitrous oxide is manure, which takes us back
to those horse-drawn vehicles! '

Our environmental problems are not limited to pollution. The easy access to cities made
possible by high-capacity highways encourages sprawl as first people and then businesses take
advantage of cheaper land. That results in significant losses of open space and farmland.

This sprawl also has worsened congestion in the U.S., which now wastes $50 billion
annually in just the nation’s 50 largest cities.

Unchecked, these trends will harm not only our quality of life but also our prosperity.
While there are strong environmental reasons for action, failure to act will produce real economic
costs, from congestion, from pollution-worsened illnesses. I say this because we must avoid false
choices between a sound environment and the healthy economy mobility can support.

There will be conflicts, and choices will have to be made. But, on a larger scale, we need
not choose: our problems come not from growth, but from thoughtless growth. Sensible growth
need not have adverse impacts, but will be sustainable. Indeed, growth is necessary, because
prosperous nations can better make the investments to protect their environments.

So how can we reconcile the need for growth and for environmental improvements? The
answer is: through sustainable development, taking advantage of economics and technology to
meet our needs in ways that are effective, yet less wasteful.

We must encourage land-use arrangements which make environmentally-benign
transportation more feasible and which enhance our quality of life. These initiatives include our
Department’s Livable Communities program, which promotes, among other things,
environmentally-sound housing and business development near transit stations.

They also include initiatives such as that in Portland, Oregon, which is creating a more
pleasant and environmentally-friendly community through use of a growth boundary and a
development pattern focused on links to transportation links such as a light-rail line built to
encourage denser development.
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TEA21 extends ISTEA’s value pricing experiment, and we hope localities will take
advantage of its provisions to explore how technology-based pricing, especially in periods of peak
congestion, can improve mobility.

Emissions trading, currently in use domestically to reduce sulfur emissions which can
cause acid rain, also may be useful for combating climate change. This may be a flexible, cost-
effective way for us to meet the Kyoto agreement’s targets and to spur more efficient growth
patterns.

We also need to explore ways to directly promote sustainable development, such as
mixed-use zoning, tax incentives, and location-efficient home mortgages under which the reduced
costs of transit-based travel patterns can be reflected in expanded mortgage capacity by taking
into account these cost savings.

Finally, we do need to continue our development and deployment of new technologies,
which have produced so much of our success to date. In the U.S., our Partnership for a New
Generation of Vehicles and our Advanced Vehicle Program will develop cars and trucks with the
same safety, performance, and affordability as today’s, but with far better fuel economy and fewer
pollutants.

Intelligent Transportation Systems, such as those being developed in both the U.S. and
Japan, can reduce congestion by improving the efficiency of existing roads and transit lines. This
efficiency also can help to cut by more than a third the cost of providing the new travel capacity
we need. We should explore common standards to assure the rapid development of these
systems.

I should mention that our growing use of technology also means that we have to take the
“Year 2000" computer problem seriously, since it could affect many of our transportation
systems. We’re already working not only to repair the federal government’s computers, but also
to encourage our state, local, and private partners to evaluate and repair their systems.

Let me close by saying that there is no silver bullet for the urban tfansport challenges we
face, but there is “silver buckshot” , many smaller strategies which, taken together, and mixed
appropriately to local conditions, can produce real progress.

That’s the approach we need to take, one which we hope will produce the healthier
environment and better quality of life we seek for our urban areas without compromising mobility
or prosperity. ’

I’m looking forward to our discussion about ways to ensure that our urban transportation
systems balance these vital priorities. Thank you.

Ht###
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Deputy Secretary of Transportation Mortimer Downey
Constituents Briefing on TEA-21

The President’s plan, NEXTEA, continued the programs which worked, improved some
which hadn’t yet fulfilled their promise, and created new programs designed for the needs of a
new century. That plan became the standard by which others were measured, and very much the
basis of the bill Congress finally passed on May 22.

* Overall, we’re pleased with what Congress has done. TEA-21 is a principled compromise
on funding issues which also represents a clean sweep for President Clinton’s policy proposals.
The bill will give us record-level transportation investment, a guaranteed $198 billion over six
years that has been fully paid for as the President said yesterday “line by line and dime by dime.”

Many of you know that we were deeply concerned about the cost of the bills originally
~ passed by Congress. Those levels of spending, over six years, risked either breaking the balanced
budget agreement or cutting other important priorities. ,

The compromise we offered and worked out with the Congress guarantees $198 billion.
It leaves open the door for higher investment that can be considered as part of the annual ‘
appropriations process over the next six years, but must compete with other priorities. We think
that’s a fair deal: it honors our commitment to the balanced budget and to other priorities, even as
we make record new investments in transportation. -

The record-level investment already guaranteed by the bill authorizes higher funding for
every one of our core highway programs. These authorized levels include about $29 billion for
the NHS, $24 billion for Interstate maintenance, $33 billion for the STP, $20 billion for bridges,
and $4 billion for federal lands highways. The investment is balanced, and that’s something we
insisted upon: $42 billion is authorized for transit, $8 billion for CMAQ, and $1.3 billion for
Intelligent Transportation Systems.

TEA-21 continues our successful innovative financing program, expanding it to include
flexible credit assistance for major projects and giving states greater matching flexibility.

The bill provides $700 million to improve border crossings and trade corridors, and we
expect that a lot more of this work will also be done through core program funding. And it
continues to support BTS, which is producing data and analyses targeted at giving carriers and
shippers the solid information they need to make good business decisions.

This historic legislation also reflects the view we all share that transportation is about
more than concrete, asphalt, and steel: it is about people, and it is about providing them with the
opportunity to lead safer, healthier, more fulfilling lives. -

Most importantly, TEA-21 enhances Americans’ safety through campaigns to protect

drivers and passengers and to fight drunk driving. There’s almost $600 million authorized for
incentives to promote seat belt and child safety seat use. We’re also moving ahead to develop
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This legislation incorporates the President’s plan to broaden the scope of on-the-job
training programs: for instance, states can now reserve training slots for welfare recipients, and
technology is added to traditional construction skills training to train a workforce for the future.

TEA-21 continues our Disadvantaged Business Enterprise Program, to ensure that
minority- and women-owned businesses have continued opportunity to participate in
transportation projects.

And it sustains time-tested labor protections for transportation workers, such as Davis-
Bacon and 13 (c).

We’re proud of TEA-21: in my experience, which goes back through seven authorization
cycles, there has never before been a transportation bill which has gone so far in meeting a wide
range of national priorities as identified by the President. That’s a tribute to the responsible,
bipartisan approach Congress has taken in considering this legislation.

It also shows that we were listening to what other people wanted in this bill and that we
were willing to put packages together that built broad support.

Let me close my comments by saying that we at DOT are proud of the partnerships we’ve
forged during the ISTEA era. We want to continue this cooperation with you as we implement
TEA-21. As we do so, we’ll consult with those of you in the transportation community, just as
we did in 1993 to learn what ISTEA was all about and how we could use it, and in 1996 to find
out what made sense for reauthorization.

Before full implementation of the new bill, we want to get your views and the views of all
our partners, as to how best we can make it equally successful. We’re planning a series of
briefings similar to this one, and we also plan a series of regional meetings, conferences, and focus
groups beginning next month and continuing into the autumn. We’ll keep you informed through
malhngs and through our website.

I’m looking forward to the effort, and to the results, as we work together to bunld the
transportation system America needs for the 21st century, a transportation system that not only
improves safety ard mobility but which also honors and advances our other national priorities.

We’ve made a great start so far during the 1990s: let’s continue, together, on the same
path into the 21st century. As Secretary Slater says, our best days are yet to come.

#####
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We’ve made good on President Clinton’s 1992 pledge to rebuild America; his
transportatlon investments, more than 40 percent higher than his predecessor’s average are
improving our roads and transit systems and airports.

Much of this progress was made possible through ISTEA. When we took office in 1993,
we went around the country to find out how ISTEA was working. In fact, I participated in a
session right here in Tulsa. And before ISTEA expired, we went around the country again, asking
you what its reauthorization should include. We listened, we learned, and we used what we heard
to put together a reauthorization plan based on the premise that ISTEA worked, and should be
renewed and expanded.

The President’s plan, NEXTEA, continued the programs which worked, improved some
which hadn’t yet fulfilled their promise, and created new programs designed for the new century.
That plan, in our view, became the standard by which others were measured, and the basis of the
bill Congress passed.

Overall, we’re pleased with what Congress did. TEA-21 is a principled compromise on
funding issues which also represents a clean sweep for President Clinton’s policy proposals. The
bill will give us record-level transportation investment, a guaranteed $198 billion over six years
that has been fully paid for, as the President said when he signed it, “line by line and dime by
dime.”

You may know that we were deeply concerned about the cost of the bills originally passed
by Congress. Those levels of spending, over six years, risked either breaking the balanced budget
agreement or cutting other important priorities. The compromise that we offered, and that
Congress accepted, guarantees $198 billion.

The highway element of this amount is based on projected Highway Trust Fund receipts,
and will be adjusted based on actual experience. It can be used only to support highway and
highway safety programs. Transit funding also is guaranteed at a fixed amount.

This is a new budget concept, and it means that $198 billion is the floor, the least that can
be spent of the total authorizations, which are set at $217 billion. This leaves the door open for
higher investment, up to $217 billion, that can be considered as part of the annual budget process
over the next six years. However, any higher investment must compete with other domestic
priorities. We think that’s a fair deal: it honors our commitment to the balanced budget and to
other priorities, even as we make new investments in transportation.

The record-level investment already guaranteed by the bill authorizes higher funding for
every one of our core highway programs. This investment also is balanced, and that’s something
we insisted upon: $42 billion is authorized, and $36 billion is guaranteed, for transit, and there’s
record funding for technology, for safety, and for the environment.
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It authorizes more than $3 billion in Enhancements funding for highway and transit
projects that improve communities’ environmental qualities. It maintains a range of
environmentally-oriented initiatives, such as bicycle and pedestrian programs, recreational trails,
roadside wildflower plantings, and scenic byways, which cost little but yield big benefits in our
quality of life.

And this bill offers measures to help reduce emissions associated with global climate
change: increased, tax-free employer-paid transit benefits to promote transit ridership and an
Advanced Vehicle Program to develop clean, fuel-efficient trucks.

TEA-21 expands opportunity for all Americans. Following the President’s call, it creates
a five-year, $750 million program to improve transportation for lower-income workers and those
making the transition from welfare rolls to payrolls. These men and women can’t keep jobs if
they can’t get to them, and this program will help make those crucxal transitional links. You can't
go to work if you can't get to work.

TEA-21 maintains our Disadvantaged Business Enterprise Program, to ensure that
minority- and women-owned businesses have continued opportunity to participate in
transportation projects and generate jobs.

And it sustains time-tested labor protections for transportation workers, such as Davis-
Bacon and 13(c).

_ Let me now turn to some provisions of specific interest to you as local leaders and
planners.

TEA-21 preserves ISTEA’s emphasis on local decision-making, continuing the strong
voice regional officials have had in the transportation planning process and continuing the core
planning requirements.

Current MPOs remain in effect unless they’re redesignated, and retain the responsibility
for adopting the metropolitan transportation plan. Metropolitan transportation planning funding
remains a one percent takedown from certain Title 23 programs and, in Title 49, has changed to
specific funding levels.

There are some changes, but the emphasis is on refocusing the process and on
strengthening it. For instance, freight shippers and transit users have been identified as
stakeholders to highlight their importance. TEA-21 also supports the involvement of local
officials in transportation planning, especially in nonmetropolitan areas.

And it strengthens local officials’ ability to get timely commitment of their STP funds by
requiring an equitable division with an accounting every three years, instead of at the end of the
authorization period.
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I'm looking forward to the effort, and to the results, as we work together to build the
transportation system America needs for the 21st century, a transportation system that not only
improves safety and mobility but which also honors and advances our other national priorities.

We’ve made a great start so far during the 1990s. Regional councils and MPOs have been
a major factor in the creation of transportation plans and programs that address the regional
problems which have arisen over the past several decades, and we want to continue the strong
partnership we built under ISTEA.

Let’s continue, together, on the same path into the 21st century. As Secretary Slater says,
our best days are yet to come. Thank you.

HH#H###

(In his remarks, the Deputy Secretary referred to Frank Ching, President of the National
Association of Regional Councils [NARC]; NARC Vice Presidents Roxanne Quals and Buddy
Villines; NARC Executive Director Bill Dodge; Metropolitan Transportation Commission
Executive Director Larry Dahms; NARC General Counsel John Bosley; NARC Director of
Transportation Programs Janet Oakley; Secretary of Transportation Rodney E. Slater; and
Associate Deputy Secretary of Transportation John Horsley.) ' '
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We articulated this understanding through our strategic planning process, which produced
common agreement on the shared mission and goals that reach across all of our operating units,
agencies as diverse as the FAA, with 50,000 employees, and the Bureau of Transportation
Statistics, with 50.

This process ties real results to our budget and programs. It goes beyond explaining what
we will do; it answers the fundamental question of how our programs affect the daily lives of the
American people.

Our performance plan offers 70 measures that are important, immediately relevant to the
public, quantifiable, and specific. And they are ambitious. For instance, we aim to reduce the
rate of highway fatalities by more than 5 percent in 1999. That’s a clear target. It’s also a bit of a
stretch, since growing traffic and changing demographics tend to push the rate up. So why should
we try to achieve such a difficult goal? Because it saves lives, 2,500 of them. Pushing ourselves
to achieve such goals translates into real improvements in people’s lives.

We’ll achieve them by translating our budgets and program strategies into actual
outcomes. These strategies, tougher laws against drunk driving and initiatives to promote seat
belt use, are effective. And part of this process is determining what works and what doesn’t, and
discarding anything which doesn’t.

We also plan to make improvements in other ways which affect people’s daily lives, |
improving the quality of our highways, reducing travel delays, and reducing transportation’s
impacts on the environment.

It’s obvious, that we don’t have complete control over the outcomes we’ve chosen to
measure. If we only measured what we knew we could control, then our performance plan would
include narrow measures which could neither justify our investment of taxpayer dollars nor
motivate managerial innovation.

Will we report that we’ve achieved every one of our goals? Some warn that we may not,
which means that the bar is set at about the right height. Even if our ambitious goals aren’t all
fully achieved, then we still could make considerable progress and genuine improvements in the
quality of people’s lives. It’s better to set high goals, and come close, then to set Jow goals and
achieve them.

This performance-based, goals-oriented vision was given internal credibility through an
inclusive, consensus-based process that directly involved more than two hundred senior staffers,
both career and appointed, over a period of several months, all together at major retreats, in work
groups, and individually. '
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To do this, we’ve implemented an extensive training program in teaming skills, and most
headquarters and field senior executives have already received this training. Our plan calls for
extending this training to a total of 5,000 members of the DOT staff, in essence, every manager in
every office.

For the future, we’re expanding our outreach to other agencies to develop common goals
and measures for issues which require cooperation, such as the National Drug Control Strategy
and Global Climate Change.

We're also developing stronger working relationships with these agencies to achieve these
goals. For example, the FAA is now working more closely with NASA to manage our joint
investments aimed at improving aviation safety.

We also hope to join our nonfederal partners in creating measurements that can tell the
American people just what they’re getting for their transportation dollars. After all, DOT isn’t
simply a giant, $40 billion-a-year ATM, but the holder of a public trust, one we take seriously.
We want to make sure that taxpayer dollars are being spent effectively, and to do that we need to
have realistic measures of agreed-upon results.

We recognize that this is controversial, but, as a matter of stewardship, we think it’s
essential that we link program outcomes with dollars, not to rate or rank our partners, but to be
jointly accountable to the public for results. We’re now working with our state and local partners
and with industry representatives in several modes to create performance goals and measures, and
we hope to see some real progress soon.

We’re also interested in engaging with Congress in a dialogue about linking resources to
results and developing a mutually agreed-upon set of performance measures for the Department
that reflect resource decisions.

We’d then work with Congress to monitor our progress toward these goals. Internally,
we’re already redesigning our budget process to provide more time for review of results, analysis
of alternatives, and policy debates. This redesign will give everyone, from program managers to
the Secretary, more time to become involved in the process and to link the budget with our policy
priorities.

Let me offer some general suggestions about performance-based management. Everyone,
Congress, the GAO, the agencies themselves, should focus on the big picture, and not get bogged
down in tedious minutiae. The agencies should increase their emphasis on a cross-cutting
approach, with greater collaboration between federal agencies focused on high-level national
outcomes.
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