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EXECUTIVE SUMMARY

As 0f2015 forty-five 511 servicefiave been deployeah 39 states in the nation by following
the United Stats Department of Transportation (USDQ/9ion ofusinga cobranded website
and phone system (5119 disseminateealtime traffic, transit, and weathemformationto

the traveling publicThe 511DFW system was developed by a consuitia2®13for Dallas Aea
Rapid Transit (DARTN),collaboration withthe Texas Department of Transportation (TxDOT)
the North Central Texas Council of GovernmdhN€TCOGYhich coversver200member
governmentagenciesand the Cities of Dallas, Richardson and P&mpat of the US 75
Integrated Corridor Mnagement(ICM)effort.

The 511DFVWystemservesas the single source foeaktime, comprehensiveegional traveler
informationthat includesplanned and unplanned incident information and status; modal
availability;travel times; speeds, conditions, and congestion information for roadways; transit
routes, schedules and vehicle tracking; weather; and parking managemaarest fromthe
traveling public and evenmdm government agencies Bancreasedover theyears and several
other agencies want to actively participate in the program. This study investigates how a
significantly largemumber of agencies can effectively participate in the 511DFW seifiee.

current research also answers the following basic plannirestijons:

what would be the best business modeldadopt,

what should be the organizational structure for efficient coordination;
who should take the lead to make tlv@ordinationeffective;

which way to go: statewide or regional 511 system

what wouldbe the right marketing tools to promote the service;

= =2 =2 A2 A

how is the existing systeperforming andwhat is the potential for further

improvements;
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1 whatis the anticipated cost for providirgbasicsystem and recommended
improvements; and

1 is there any posble opportunity for revenue generationrbm the systen?

Thecomprehensiveesearch identifies thathite current system follows a hybrid businesedel
that consists of assistance from an outsourced contrastatevelopment,operation and
maintenanceand significantefforts from partnering agencies in data entry and other
coordination. This model provides the system with flexibihitjund usageand is currently
working well forthe 511DFWsystem It has been estimated that providirgpntinuedtraining to
all of thenew agencypersonnelof all new partnering agencidsr their data entry supportwill

have a totakostof about $10,000¢ $50,000.

The current system is led by DARMedetermination ofan optimallead agencynvolves a

variety ofconsidentions andfactors Thisstudydeveloped a matrix witleriteriathat include

previous experience and familiaritystitutional capacitiesiunding sourcesadministrative
hierarchyi.e. agency responsible for administrating larger jurisdictional e comparison

to other similar regionalystems.ThoughDARThas been the lead idevelopment, operation

and maintenance of the 511DFW system since 2013, there are some advantages to the regional
system if NCTCOG, asagencythat isresponsible for admistratinga larger jurisdictional

areg, iswilling to take over the management of the system.

In addition to the existing partnersther agencies that includiae Cities of Fort Worth,
Arlington, Grand Prairie, Irving, McKinney, and Flower Moand o transit agencieg, Fort
Worth Transportation Authority (The T) and Denton County Transportation Authority JRQCTA
haveexpressedninterestin more active participatiomn a regional 511 systerit would bea
challengeto coordinatewith both actively and nonactively involvedntities (over 200local
government members of NCTCO a single meetingandto share thoughts and plan

effectively Therefore, a twdevel coordination concepwith anexecutive committedled by
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NCTCOG@ndseveral operatioal sub-committees (led by each actively involveshtity) has
been recommendedh the new organizational structurelt has been estimated that each
executivelevelentity will require about 450 hourannuallyand each operatioal sub-
committeeentity will require about 370 hours per yeéor this coordination effortslt has also
been estimated thathe system would requirabout$1,100,000dollarsannuallyfor the
continuing operation and maintenance of the 511DFW sysiEms cost covers hardware and
communication maintenance, third partlyaffic data acquisitions, parking data acquisitions,
guarterly data update, periodic and as required operations arehtenance, and overall
project managementResearchevealed that an average d00,000 dollars is reqred for
annual operations and maintenanéer other 511 systemwhich disseminates traffic
information from freeways only antthe lead agency owns the software and also purchsite

third party data separatelgr uses its own detector data

The existig 511DFW systeromplieswith the national standards and requirements
established by the 511 coalition committé&hencompared with511best practices in the
nation,thS 5 C2  NaBl3vhighys&dirly new systemhas all the necessary components to
disseminatereattime travelinformation to thepublic The 511DFW service hasir

components: website, interactive voice recognition (IVR), My511 personalization systdn,
mobile app to cover a variety of users. Current limitations, user friendliees® of use, and
data coverage have been investigatied each of these componentand anumberof features
have alsdbeenrecommended to further advandbem. It is estimated that $250,006

$400,000 would beequired to implement the recommendatioribat have been developed as

part of this study

Additionally,since39 percentoft SE I & Q LJMisjuabid; aiShahighnguageversion of
the 511DFW systenvhich consists of website, IVR, My511, and mobileiagpcommended
The associated cost has ba estimated to bebout$50,000- $60,000 for implementing this
effort while some of the developers think it may costagchas$250,000
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Hfective marketingplays a vital rolein increasing the number of usetnd a list of potential
marketing and canpaigning efforts haalso been developedoordination with airport

authorities, TXDOTMorth Tarrant Express, North Texas Walf Authority,andLBJ Expreds

use their existing infrastructure for campaigning is also recommended and will not requige ext
funding beyondeffective collaborationsOther strategies for marketing arehmpaignindiave

been developegand thecost for theassociatedfforts has been estimated to ber§0,000¢
$1,500,000depending on the extent of the campaign prograrhe folowing table shows the
cost components that are required for the continuous operation of the current system as well

as to deploy the develop recommendations.

Items Costs(in USD)
Operational cost $1,100,000 (annual)
Agency personnel training on data | $40,000$50,000 (one time training for
entry software EcoTrafiX each agency)
Enhancements of 511DFW (Website| $250,000$400,000 (one time
IVR, My511, and mobile app improvement cost)
Bilingual System (Spanish version in| $50,000$60,000, it could b@s much as
addition to current English) $250,000 (one time deployment cost)
Marketing and Campaigning $700,000%$1,500,000 (one time cost)

Potential opportunities for publiprivate partnerships for 511 services and some successful
practices in thenation havealsobeen investigated. The findings suggestreasinghe number
of users significantly through effective marketing and campaigfiisg andthen usngthe
annual usage statistics as a tool for revenue generaiéditer aconsiderablancrease irusers,
an attemptto generate revenués recommended. This effowill cost the lead agency about
260 hourdfor preparing request for proposand selection ofcontractor, and 10Chours for
continuous coordination and anitoring. It is alsanticipatedthat the revenue generated from
this system would be able to reduce tbarden from the partnering agencies by providing

financialsupport towards anual operatingcosts.

Vi
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CHAPTER 1: INTRODUCTION

The United State Department of Transportation (USDQiR) 2000 envisioned using an
abbreviated N1 (where N is a digit from-®) dialing code to provide a sirlgp easyto-
rememberand-use telephone number to disseminate multimodal travel information to the
travelingpublic. This need arosedzausetiwas clear to those in the travel information sector
of the transportation industry that there were too many potél sources of information for
travelers, each having its own different teligit telephone numberwhich are rarely known by

the traveling publi¢511 Deployment Coalition, 2005)he N11 solution was viewed as a way to

cui G KNRdJzZZAK GKS aydzYoSNE Oft dziiSNE |yR Sy-lo6fS

jurisdictional or regional basiThis511 servicasan advanced concept of communicating and
disseminating informatioin real timefrom the stakeholders on the emlway sgtems to the
traveling publicand theuse ofreattime travelinformation systemsmproves flow and reduces
congestion(GAO, 2009)rhissophisticatedcomponent ofanintelligent transportation system
provides a populg userfriendly, direct service to taxpayers in their dailyels. As of 2015

there are 511 services deployed by 45 leading agencies in 39 different states in the nation.

To ensurdhe highestquality custaner service, 511 servic@sovide roadway conition,
construction, traffic and incident management, public transportatiparkingand weather
information all together at a single access point. This system protriaeslersadvanced

reliable and accurateeaktime informationthat increases mobiltand safety, decrease
congestion (to a certain exten@nd ultimately provides travelessith improvedoveralltravel
satisfaction.Following the USD@sion of providing redime, multimodal transportation
system information to the traveling pub)iDART, TxDOT atite North Central Texas Council of
Governments (NCTCQ@hich is a voluntary association of, by, and for local governments,
have implemented the 51DFWTraveler Information Systeffor the Dallas and Fort Wth
areasas part ofthe US 75ntegrated corridor mnagement (ICM) project. The current 511DFW

Dy l|Page
51t
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system, which is the first and only 511 system in the State of Texas, became operational in
2013.

The system followed the standard specificatioleveloped by the national 511 Deployment
Coalition @mmittee, and implemented the 511 system ftd counties in the RllasFort Worth
area The 511DFW service is anticipated to be the single source for providing regional traveler
information including: planned and unplanned incident informatéord status; modal

availability; travel times; speeds, conditions, and congestion information for roadways; transit
routes, schedules and vehicle tracking; weather; and parking management. It was also
anticipated that the servicevould providetimely, usefd, high-quality, comprehensive, readily
available and easily accessible information for multiple modes of transportatitivettvaveling

public in the Dallagort Worth region

Increasing interesin the 511 systenfrom other agencies letb this project which was
undertakento evaluate the current system, compaitewith national guidelines and other best
practices, and recommend potential improvements along witidancefor future
management, organizational and operational structures, and innovagivennue generation
opportunities to continue operating the 511DFW seniit¢he regionandbetter disseminate

reakttime travel information to the public.

InordertoLINE A RS G KS (O NMARALL AKX 21daddyA8GE neoesbAHSS
reachtheir destinations on time, choose the most effective transportation mode, plan ahead
for construction or weatherrelated delays, and learn more about traffielated incidents

while on route, the goal of this study is to independently evaluate therent 511DFW service,
suggeshew necessary features, amdentify ways tooptimize the operational costThus, the

research addresses the following four primary objectives:

1 Conduct comprehensive literature review and identify guidelines for the efficient
popular and recommended best practices of 511 traveler information system

Dy 2|Page
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1 Investigate and assess the existing 511DFW system, and identify potential for future

improvements.

1 Compare the best practices with existing systems and prioritize a list osnéssatures
and services to be added for the enhancement of i@ DFW systenwhichmay
include effective methodoldgs, management strategies, organizatamestructuring,

technological application ancbverage of data

1 Develop an implementation plan drschedule for thenhancementvithout
interrupting the existing servigen orderto providethe most advanced service to the

traveling public with the latest accuratnd reliable traveinformation.

To fulfill the research objectives, a fesiep workflow has been established in this study:
literature review and identificatiof standards and best practicesyaluation of existing
511DFW systengevelopment offecommendations fothe enhancemenbf the existing
system anddevelopment ofanimplementaion plan of the recommendationand necessary
cost estimationThis report is organized in the ordef thiswork flow. The organization and

structure of the report is as follows:

Chapter 1:  Describes therision of511 traveler information ystermns, history of 511DFW
service, and neexbf the current 511DFW system in NCTCOG alteglso
describeghe challenges that the current system is facing #melobjectives of

this researctproject.

Chapter 2: Identifies the standard guidelines angquirements of USDOT arttie national
511 coalition committee. It also identifiégest practices of 511 systernrsthe
nation and compareshesewith the existing 511DFW systeta identify

opportunitiesfor further improvements.

Chapter 3: Developsa prioritizedlist of needs for the enhancement of the existing 511DFW

system including its management and organizational structure, marketing and

Dy 3| Page
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campaigning plarfuture funding sourcespew featuresin 511 service

components andareaktime performance monitoringystem

Chapter 4: Developsan implementation plan and schedule filye recommened features

andestimatesapplicablecost.

)
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CHAPTER 2: EVALUATION OFRTHBFWSERVICE

Snce 2001, there have beefforty-five 511 systemsleployed and operateth the USA, an®B7

of them are statewideand8 of them are regionalFTA, 2009)The goabf 511is to provide
reliable and accurateeaktime traffic, transit and weather information to the traveling public
for their efficient and sa&f travel Aneffective way to consolidate these islands of information
into one multimodal, comprehensive resource for the traveling publicrougha 511 system
where active participation bglifferent agencies andnunderstandingof the available

resaurcesare vital to the successf the system(FHWA, 2014)

The national guidelirieset standards about the data content and coverage for the 511 service.
Typical roadwayelatedcontent includes information on constructipimcidents, special

events and congestion on both freeways and local major streets. Transit content is typically
schedule and fare information and service disruptions, along with call transfers and website
links to transit agencies. Weather informatioarcinclude current conditions that are affecting

travel (flooding, high winds, etc.), as well as forec&14 Deployment Coalition, 2005)

In addition to a wider coverage of traveler informationyall-defined managementrad
organizatimal structure with commitmenof the participating @endesis also critical for the
succes®f any511 serviceAlsq in order to assure the required high level of reliability, a
comprehensiveand cohesive operating structure must be in piafordi K S & INIDHD S Q &
operations(MORPC, 2009)

Thisindependent study reviewed national stdards and requirementdeveloped bythe 511
coalition committee, and other begiractices o611 servicesroundthe nation The team also
evaluated the existing 511DFW system and its business model, management, organizational
structure, and operational collaboration. The team also conducted research on innovative

funding sourcesdncludingopportunities for publieprivate patnerships. The current features of

Dy 5|Page
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the existing 511DFW systemvesalso been evaluatesh comparisorwith the national

standards and other best practices.

| BUSINESS MODEL

The national 511 Deployment Coalition Committee has identified
three general buigess arrangements: operated-house; fee
for-service contract; oa hybrid modelthat isa blend of the two

¢ with some features and services performedhouse and

some contractedut. This last model is followedr the majority

of 511 services acrosise country(511 Deployment Coalition,
2005) Representin@ blend ofefforts fomthe agencf2 a- Ay
house staff andn outsourcedcontractor, the hybrid modeprovides more flexibility and nkas
the system more efficientA fourth option could bea completely aitsourced product and
managementwith a single agencihandlingoversightof the entire system from a very high
level This option would be expensive unlessignificant amount of revenue is received from

anyavailablepublic-private partnerships.

The current 511 DFW system is a blendgéncy irfhousestaff leadingthe effort, while also
incorporating aprivate contracorQ assistance. DART is the lesgkncythat coordinates with
the partnering agencies anobtains a@sistancerbm a private contractor for implementing any
changes in the system. Other partnering agendreduding TxDQPprovide realtime data
input support to the system developed by the contractan investigation bthe current
business modedf the 511DFW servicavhich is a hybrid #house and outsurced contractor

model, reveals that it generaliyorks well.

)
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| 511DFW ANITOLLABORATIONS l

511DFWs a regional traveler information systefior
transportation systera and service throughout the Nah

Texas area coverir countiesincludingCollin Dallas

Denton, Ellis JohnsonKaufman Paker, Rockwall Tarrant

and Wise

The systentollowed the national guidelines its
organizational structure by incorporating the state and local agenTiescurrent system is led
by DARTand theorganizatior coordinating committeeconsists of members from TxDOT,
NCTCOG, DARInd Citiesof DallasRichardsorand Plano. The system was developedhby
outsourced contractgrand the contractor is also assing in the dayto-daysystemoperation
and maintenanceTherole of eachcurrent partneringagency in the current organizational

structure is described below.

Texas Department of TransportatiomkDOY)

As the statdransportation agencyTxDOT haseenactively involved with the current 511DFW
system deployment and continuous operatidrxDOT is also an active membetha regional

511DFW coordination committe&@he DalfansTransportation Management Cent€mfMQ is

managed and operated by TXxDOT. DahEm OC staff enters the freeway incident, events, and
O2yaiGNHzZOUA2Y AYF2NNIGA2Y Ayild2 0G0KS a[2ySadal N C
connection to the 511DFW service. The TxDOT feeds from cameras, DMSs, and speed detectors
are also linked to EcodfiXand the data fusion engine which feeds the data to the 511 DFW
system.Moreover,DalTransand DART have an intkrcal agreement which allows DART to
physically busethe 511DFW servers and othsystemequipmentat DalTransand TxDOT

shares 10 pera# of the cost of the 511DFW operational and maintenance contract managed

by DART

Dy 7| Page
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North Central Texas Council of GovernmentdCTCOY

As the regionagplanning agency, NCTCOG has been actively involved with the current 511 DFW
deployment and continuousperation.NCTCOG is responsilite evaluaingthe 511DFW

website, IVRand other features. NCTCOG adssisted DART developngthe specifications

that were used for the current operation and maintenance contract for the 511DFW system.
Moreover, NCTO® s an active member die regional 511DFW codimating committee and

funds 80 percenbf the regular operational and maintenancesisfor the fiscal year 2016

Prior to 2016 theoperatingcost share was equél/3 of the total cost by each agendyy all

agencies i.e. TXDOT, NCTCOG and DART.

Dallas Area Rapid TrangiDART)

DART is the leagigencyof the current 511DFW system. DART isgigect manager forthe
511DFWsystem integrabn, operations and ontracts aswell as thechair ofthe regional
511DFW committeeDART also provides the spokesmanthar current systemDART ha$3
member citiesncluding Dallas, Plano, Richardson, Irving, Glenn Heights, Rowlett, Garland,
Farmers Branch, Carrollton, University Park, Highland Park, Cockrafdifddison DART
provides transit incidents, eventand construction feeds to the systeandsupports the trip
planner, GTF&ata feedsreaktime location of Bus, and rail, rail passenger counts and parking
locations and availabilitgnd socialmedia feeds that are not automatidART staff also enter
reaktime transit construction, incident anelvent information into EcoTrafiXhich feeds the
511DFW system. DART also prositlaodgate messages as needédoreover, DART
participated greatly in the devepment of the system and committedto long-term fundingof
the system andis currently sharing 1@ercent of operating costof the current systenfor fiscal
year 2016 Prior to 2016, DART shared one third of the total ¢cosiperate and maintaitthe
511DFW system.

)
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City of Dallas, Texas

As a locafjovernment entity the city nanagess | f indidanf2esponseplansthat feedinto
511DFW. It has also been a letegm member of the regional 511DFW coordinating
committee. The CitPperations Control CGeer staff enter all of theDallasevents, conguction,
and incidents into ExTrafiX, which feedghe 511DFW.

City of Richardson, Texas

As a locajovernment entity the city nanages Richardsén@sponse fansthat feedinto
511DFW orthe US 75 Corridoonly. It has also been a lortgrm member of the regional
511DFW committeeThe @y Traffic Operations Cent@peratorsenter Richardson events,

construction and incidents i EcoTrafixwhich feedghe 511DFW system.

City of Plang Texas

As a locatjovernment entity the city nanages f | yeBpQrsepldkthat feedinto 511DFWIt
has also been a loAgrm member of the regional 511DFW coordinating committee. The
Operations Control Centeontrols and enter$lano events, comiction, and inalents into

EoTrafix which feeddnto 511DFW.

Additionally,North Texas Tollway Authorifd TTARaNnd HERE (previously Navteq) were also

involved with the 511DFW system from its early deployment.

Private OutsourcedContractor

As mentioned in the busiss modebiscussionthe current511DFW system is a combined
effort of government agencies withissistance tim anoutsourced contractarThecontractor
has developed the 511DFW systemwhichincludes the websitgphone system, M511
personalization systepand the mobile app. The contractor alsewveloped and maintairsthe
EcoTrafix aftware, which links all control centers to share regional traffic coodii, incidents

and eventswith the public through 511DFWhe contractodeveloped andis now maintaining

Dy 9| Page
51t



511DFW TRAVELER IRMATION SYSTEMNDEPENDENT EVALQATI

the Data Fusion Engine thatses the data anf@ringstraffic speeds, weather, transit location,
parking and load datand incidentinformationtogether in the systemThe contractor also
provides24/7 system supportMoreover,the contractoralsoprovidestraining staff atthe

Regional Control Centeas needed.

Potential for Collaboration

Besides the currenjovernmentagencies, there are otheigancieghat have expressed an
interestin more direct active participation in the 511DFW systgmcluding the Cities of Fort
Worth, Arlington, Grand Prairie, Irving, McKinnEsisco,and Flower Mound.Two transit
agenciesFort WorthTransportation AuthoritfThe Tand Denton County Transportation
Authority OCTAhave also expresseathinterestin more active participationThe planis to
expand the coverage and include the interestedgdigtions in the 511DFW systeithis will
require additionalcoordination among agencies and faatron of a comprehensive plan with
specific operational strategiePersonnel from these agencies have been trained to use

EcoTrafk

The511DFW service covers more than 2f¥ernmentagencies inthe NCTCOG arel.would

be unrealistic for the lead agency to coordinate with all agencies effectively, hosting meetings,
and discussigissues at the same time for 511DFW planning with such a big group of people.
The coordination would benore efficientwith different levek of meetingsamongthe

respective agencies by distinguishing the agencies based on their level énsaip.

Thenew511DFWecoordination committee should have committeastwo levek. one higler-

up committee with # actively involvedigencieswhich may consist of six current partners and
eight newly interested agencies. This committee may be cétled11DFW Executive
Committee.Figure 1 shows a proposed Executive Commjtee Table 1 shows the contacts

of the representative$or the 511DFW system.
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511DFW
Executive Committee

=
0
=
ﬁql.

Figurel ¢ Higher Level 511DFW Executive Committee

At the second lesl, there should be& number ofcommittees thatwould include
representatives fronall local agencies covered by the 511DFW sendibeslevel of committees
may be called 511DFW operatioag-committees and eaclcommitteewould berun by each
executivememberagencywho would also be responsible for coordinatiwgh the non
participating agenciesTheExecutiveCommittee members will bridge the gap between the
511DFW system and the ngnarticipating agencies bgoordinaing with them, conveying
messags on guidelines and policies from the 511 DEWcutiveCommittee to the non
participating agenciedable 2 shows the list of stdommittee member agencies with

respective lead executive agencies each suecommittee

Without having a cohesive strugiland active participation of the partnering agencies, a
successful operation of argl1 system would be unrealisti@&smentioned it is envisioed that
the two-level committeestructurewill make theoveralloperation more efficienand effective
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Forensuringongoingcoordination regularlyscheduled coordination meetings may take place.
ThreeExecutiveCommittee meetings and six operations satbmmittee meetingannually

would be a good start at this point. Table 2 shows a progdis¢ of subcommittee members

of each subcommittee. It wouldalsobe convenient for the agencies to keep a specific day fixed
for the coordination meetings such #e first Wednesday of the month. Since most holidays
are either on Mondays, Thursdays,Fridays, Wednesdaghould work for the meetings

without missing any meeting dates for holidays. Table 3 shows a list of proposed coordination
meetings at both levels for a typical year. Figliten the Appendix shows an example schedule
of coordination meetings (botBxeaitive Committee meetings and operations ssdtommittee

meetings) for 2016.

It would be also beneficial to have the meeting minutes of Executive Committee meetings and
operations subcommittee meetings uploaded on a common place on the website. A new tab

oni KS pmm5C2 gSo0aAiasS O2ddZd R 6S FRRSR FyR OFffSR
have authority to upload/delete/modify any documents at the site. The effort will enable all
O2YYAGGSSa G2 {1SSLI GNI Ol 27F (Kd@dadehabyfage 4 &St f

them to be proactive.

Since the current business model for the 511DFW deployment and operatadviesd of

agency irhousestaff leadingthe effort, while alsdncorporatng aprivate contracorQ a
assistance.The 511DFW committee shlol outsource the technical operation and

maintenance responsivities to private constructor. The committee should also contract out
request for proposals for implementation of any enhancements to the system. The lad agency
must assigra full time 51 DFWProject Manage(PM)who will have overall responsibility for
administering all aspects of the 511DFW system. This individual will lezckélcative
committeeconsisting of the system support technicians, agency coordinatorspatsdurced
contractorprovided system technical maintenance, operations and enhancement

implementation personnel. The Project Manager will chairSh&DFW Executiv@ommittee
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and also be the main point of contact fall the operation suecommittees The operations and
maintenarce of the 511DFW system will be overseen bydh@DFW PM as well. The 511DFW

PM would lead the efforts fgperiodic reviews of the systermcluding necessary softwart

identify necessary software updates, license renewals and interface upgradeswattimate

of funds required to implemeniThe outsourced contractor PM should directly report to the

511DFW PMThe current operational plan should be followed for all coordination and

responsibility allocation.

Tablel ¢ 511DFWExecutive CommittedRepresentatives

Executive Member Agency

Contacts

Agency Type

Agency Name

Name

Email

Phone

TxDOT Dallas Distriq

To Be Determined

To Be Determineq

To Be Determined

Department of

TxDOT Fort Worth

To Be Deternmed

To Be Determineq

To Be Determined

Transportation District
TxDOT Austin Officg To Be Determined To Be Determineq To Be Determined
ToIIway North Texas_ To Be Determined To Be Determineq To Be Determined
Authority Tollway Authority
Council of NCTCOG To Be Determiad | To Be Determineq To Be Determined
Governments
DART To Be Determined To Be Determine¢ To Be Determined
Transit Agency DCTA To Be Determined To Be Determineq To Be Determined
The T To Be Determined To Be Determine¢ To Be Determined
City of [allas To Be Determined To Be Determineq To Be Determined
City of Richardson | To Be Determined To Be Determineq To Be Determined
City of Plano To Be Determined To Be Determineq To Be Determined

City of Arlington

To Be Determined

To Be Determineq

To BeDetermined

City of Fort Worth

To Be Determined

To Be Determineq

To Be Determined

Local Cities . — . . .
City of Grand Prairie] To Be Determined To Be Determineq To Be Determined
City of Irving To Be Determineq To Be Determineq To Be Determined
City of McKinney | To Be Datrmined | To Be Determineq¢ To Be Determined
Townof Flower To Be Determined To Be Determine¢ To Be Determined
Mound
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Table2 - List of Subcommittee Members of 511DFW System

Executive Member Subcommittee Members

NCTCOG To BeDetermined
DART To Be Determined
DCTA To Be Determined
The T To Be Determined

City of Dallas To Be Determined

To Be Determined
To Be Determined
To Be Determined
To Be Determined
To Be Determined
To Be Determined
To Be Determined
To Be Determined

City of Richardson
City of Plano
City of Arlington
City of Fort Worth
City of Grand Prairie
City of Irving
City of McKinney
Townof Flower Mound

Table3 ¢ List of Proposed Coordination Meetings (abth Executive and Operatiordevels)

Month Date Meeting Type
January - -
February 1st Wednesday Operations SHCommittee
March 1st Wednesday Executive Committee
April 1st Wednesday Operations SHCommittee
May - -
June 1st Wednesday Operations SHCommittee
July 1st Wednesdg Executive Committee
August 1st Wednesday Operations SHCommittee
September - -
October 1st Wednesday Operations SHCommittee
November 1st Wednesday Executive Committee
December 1st Wednesday Operations SHCommittee

J

\
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| REGIONAE11DFW OR TB® STATEWIDE SYSTEM |

As mentioned earlier, there amght regional 511

< systemsn the United Statesversus 37 operated as

o statewide systemdn regional systems) coordination

. among the partnering agencies woduilgpicallybe
more efficient compard to ahuge statewide system
supportng multipleregional systers especiallyor

largerstates like Texas.

There are several advantages of having a statewide sysistead ofhaving a regional system.

As different regions of a stateayhavedifferent time Dnes,the peak hour could be

distributed, which saves resourcesspeciallfewer numbers of phone channels for the IVR

system A single statewide system can eliminate data and system inconsistencidesaad

dza SNE Q Ofthefouwr hafdytateshave had issues when having regional 511 systems.

For exampleFlorida DOT integrated all the regional 511 systems into one traveler information
resourcein 2009p ¢ KS& NBLR2NISR GKI G YdzZ GALX S aéaidsSvya
among travelerg Though following standard specificationan eliminatedata and system

inconsistencyFlorida wasiltimately unable tooperatemultiple systems

TxDOT has two other websit#sat disseminate reatime traffic information:
http://drivetexas.organdhttp:// its.txdot.gov The regional 511DFW system already existsit
could save TxDOT both time and money in developing the statewide 511 syStmrdination
with TxDOT otthe possibility olusing the511DFWsystemas the groundwork for the statewide
511 syseém, or integrating it intaa future TxXDOBystem could be beneficialt maybe efficient

to consolidate both software and hardware of the existing TxDOT and 511DFW system and

launch a statewide system for the entire state of Texas.
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Interviews with TxBDTstaff revealed that TxDOGurrentlydoes not have any plafor a
statewide511 system. Therefore, it would be wiseki®ep the regional 51IDFW system
operational andbegininvestigatingopportunities for a statewide system withtegrationof

the current systeminto it.

LEADAGENCY: DOT VS NCTCOG VS DART

Texas
Department
of Transportauon

North Central Texas
- Council of Governments DART
®

There areno straightforwad guidelines developed to determimvého should be the leading
agencyto run a 511 systenihe stateDOT, MPO, or any transit agencies are potential
candidates and catakethe lead depending on the circumstanc&setermination ofthe

leading agency, to a great extent, dependsfahe system is teemaina regional syem, or if

it is expected ¢ transition nto a statewide systenas well aother factors Thematrix of the
determining criterd/ factorsthat have been deeloped as part of this studyonsists of previous
experience and familiarities; institutional capabilities; administrativedrehy; funding
sources; and other similar systems. Each of the fadsatiscussegertaining to511DFW in the

following sections to determine the best candidate to lead this effort.

1 PreviousExperiene and amiliarity ¢ DART has taken the lead iretdevelopment
and operation of the 511DFW system anthis agencymost familiar with it DART
became the project manager and primary advocate for 511 to encourage multi
modal, multifacility information. DART's mission is to improve mobility within the

region including its 13 member cities. DART has invested substantial DART funds in

)
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the devebpment of thetraveler information program and DART has been willing to
consistently provide program leadership, project management and funding since the
program'sinception. DART's enabling legislation permits it to provide contract
services including transit, traveler information, ITS services, bike and pedestrian
programs, and street improvements and IT8erefore DART would be saibleto
continue leadhg the ystem This,however, is not the typical practice foother 511
systemsn the United StatesThisalso cepends orthe businessnmodel that the

current system has adoptedf.the business model requiresgnificant amount of
outsourcedefforts, then theleaR | 3 Seypérier@émayot carry much weight in
this regard Regardless oiho is leading the systernthe partneringagencies will
continue entering the realime data into the systengandthe rest of thetaskswould

be operated and maintained by the tsourced contractor.

1 Institutional Capacities- The statewide 511 program®r the regional 511
programs) that are currentlyn operation have been deployed by state DQdrsthe
MPOs and a transit agency as in the case of 511DBPARTalone or in pamership
with other local agencie®oth of these are options, as would be a 511 system for
which a transit agency is the leadency In allcases, the deploying agency nestb
work with internal control boards or Informatiohechnology (IT) departments t
develop and launch a 511 phone system or webp@ggin, i anoutsourced
contractor playsa significant role in dayo-day operation and maintenance

institutional capabilitis does not carry much weight to determine the lead agency

1 Administrative Hierarchy¢ Beingunder the same umbrellaanagencywhich is
responsible for a largest jurisdictiamould be more efficienin running a 511
system. In this particulazase, the hierarchical ramigis, in order of highest to
lowest, TXDOT, NCTCOG, and DAce thecurrent plan is to keep operating the
regional 511DFW system, asohceTxDOT does not have any ptam significant

)
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L]

3

funding for the 511 systefNCTCOG would lige next organization in the
jurisdictional hierarchyo take the leadNCTCOGG the planning agency for the

entire region and works with all local cities and the transit ageneied,itwould

better be able to effectively coordinate with partnering agencies and run the system
more efficiently. In that case, TXDOT, DART and oth#ngring agencies would
provide support to NCTCOG.

DART has been in the lead from its early stage, isfamiliar with the system and

the currentplan is toexpand the511DFWagency involvemeninclude two other
transit agenciesandbring inother loal government entities oagencies that are
outside ofthe DARTservice areaBased on the Texas Transportation Code 452,
DARTs authorized to provide regional service beyond its service area subject to an

appropriate funding agreement.

Funding 8urcesc The source ofunding also plays a vital role in the determination
of the leading agency. Current funding sources for the 511DFW systdiscal year
2016are:

0 NCTCOG80%

o DART 10%

o TxDOT 10%

NCTCOG has contributed 80% of the funding and has trebiiy of providing
multiple leadersn different areas as needed to ensure effective coordinatem

well as make the system efficient. The funding sowaieg forwarddepends on

the business poligyand the current plan is to generasmme revenudrom the

private sector tchelp offsetthe operating cost (partially or fully). In the near future,
with expected positiveontributions frompublicprivate partnershig, the funding
sources may changand using this criteria may not bewalidaway to déermine

the leading agency.
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1 Other SimilarRegionalSystems Other similar regional systems are found to be
operated either independently or jointly by State DOTs, County DOTs, Gadncil
Governments and/or freeway emergency service ageséegional 31 systems
such aghe Sacramento 51{Sacramento 511, 20153anDiego511(San Diego 511,
2015) Los Angeles 511 (Southern California 5aayl San Luis Obispo 5@SanLuis
Obispo 511, 2015re typically managed by MPOs such as SAGBRBDAGANgeles
County Service Authority for Freeway Emergencies (LA ShESgn Luis Obispo
Council ofGovernmentgespectivelyput get informationsupportfrom other
agencies as &ll as other regional 511 systenfhepartnering agenciesf these
systemsare Los Angeles County Service AutholitlyFreeway Emergencigkos
Angeles County Metropolitaiiransportation AuthorityOrange County
Transportation Authoritythe Ventura Couly Transportation Commissigthe

California Highway Patrand the California Departent of Transportation

TheHonolulu 511 system is deployed and operatedhi®/Hawaii State Department
of Transportation, and the City and County of Honolulu Departroén
Transportation Servicg§soakamai 511, 2015)helnland Empire 511 system is a
joint project ofthe Riverside Countyransportation Commissicend San
BernardinoAssociated Governmen{tland Empire 511, 2015%an Francisco 511 is
managed by a partnership of public agencies led byMeé&opolitan Transprtation
Commissionthe California Highway Patrcand theCalifornia Department of
Transportation(San Francisco 512015) Taken together,liese examples also
suggest a strong preference for haviatarger jurisdictioragencysuch as the MPO
to leadthe serviceand also having partnershp with otherlocalagencies to

support the system by providing data.

Based o the examples of other similar regioriE#l 1l systemsthe 511DFWurrent busness
model (hybrid model)and the advantages offered by NCTCOG in terms of geographic hierarchy
and its role in programing federal funding, NCTCOG nh&ythe best candidate tehd the
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next phase of the 51IDFWprogram. In the event, NCTCOG is not in agreement with this

recommendation, DART has the experience and ability to continue operating the program

| FUNDINGREVENUE& PUBLIEPRIVATE PARTNERSHIP

In addition to the leadeship and strong commitmentrbom the
partners, financial commitment for arBl1 system is critical to its
continued and successful operation. There should a reliable
funding source(sfpor the 511 service defined by the partnering
agencies. There are no spigc; USDO-Fecommendedunding

sourcedor establishing or operatija 511 systemButan

evaluationof different 511 systems finds wide assortment of
funding, ranging from ITS earmarks, Congestion Mitigation and Air Quality (CaMAQ)rface
Transpotation Program (STP) funds other state or local fund$511 Deployment Coalition,
2005)

Recently publicprivate partnershipas a funding sourcleas drawn significant attentiorbne

very important element of this colteoration is that @ch side of a pubkprivate partnership

needs to understand the principles and ideals that govern the other. There is a need for team
member consensus regarditige development approach and the technical tools to be uad
making it secessfu(USDOT, 1998A\mong several optionthat arebeing considered by

different 511agencies aradvertising and sponsorstgpand feegenerating premium services.

The decision to incorporate advertising or private sposhipsinto a511 service is an
implementation decisionand there appears to beo restictions onthis from USDO&s long as
the user experience is not harmed and the content is consistent with the public nature of the
service But the agencies shouldoh rely soldy on the private sponsorship in development

and/or operation of 511 service, as those business models haverigtimited success in the
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past. The followingparagraphsiescribe different publigrivate partnership stories ofarying

511 ®rvices in the country.

Arizona DOT (ADOigsueda request for proposal for a fegenerating service and got over 250
proposals Only two proposalsubstantially met the requirementbut they did notfully

qualify, and ADQ ended up funding the entingroject (ADOT, 2005)

Colorado DOT attempteid implement ads, but they had very little success with this. Callers to
the IVR system had to listen to advertisements first to hear the traffic report, which resulted in

numerouscomplaints, and the state scrapping the planead, 2015)

Some states have been considering a few ideas for future revenue generation. New Mexico
DOT(Remkes, 2015pand two 511 systems irafifornia (the San Diego 511 and Los Angeles 511
systems)Deeter, 2009are planning to share features with private partners to generate

revenues.

Some state constitutionsuch asfennesse@ @adnot allow the agencies tink with private
sponsors or revenue genefah opportunities due to liability concern@all, 2015)while some
aitl dSaQ 3ies@&NAS Nevata iz Rdjusted legislation so that the state can
pursuesponsorship ofthe system(Remkes, 2015)

Some states use third-party traffic information system. For example, Missouri D@DOT)
has partnered with a privatgector company (Traffic.com) to provide traveler information
services. Underis arrangement, Traffic.com operates the 511 phone systewedisas a
traveler information website branded as the Gateway Guide website used by MoDOT.
Traffic.com operates this service without any operating costs to MoD@fbrtunately the

partnership dd not continue and the state DOT shut down their 511 service.
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Georgia DOT hdmdgreat success iits publicprivate partnership business model with State
FarmQ @rovision of$700,000 annudf to operate the 511GA syste(@emdovich, 2015) State
Fam provides an advertisement at the start of the phone call for about 5 secasdsell as a

tab on the 511GAvebsite The state decided to try the revenue model after sometirey

were approached andhdicatedit would be at nacost to the state to blanket roadsidegsis

with ada dzOK | & -toéyouRB &AK ¥ 2 RSt @ ubed foiisevardl gedrS Yhe stated
had plaques on roadside signs and sponsorshigssgione system. One big sponsor was used
on phoneswhile whoeverwanted signage sponsorship could soon roads. There was
significant interest in this. However, afteometime, revenue streams from signs and
telephoneswere not enough to keep th@rogramafloat. Tlese stream®nly covered 50

percent of thed & & (i tStAf €bat. The state stepped in and supplied the remaining half.
Georgia also trieRequestdor ProposalRFP} but there was not enough interest. Pepsi, State
Farm, Racetrack all expressed interest and then backed out.

Georgiadoes have a separate spsor agreement witthed | 9 wh é¢ NP RAARS | aaA &
program. State Farm became a sponsor and advertised their nartteea@ides of trucks,
uniforms and signageThe state rolled the popular "HERQO" sponsorship (roadside assistance
trucks) and &1 sponsorshi into one package,ameratingbetween $34 million each year. The

511 Program sponsorshipused to cover 50 percent of its expenses.

Virginia DOT has also been successful in ppolate partnershipand thar system is run bg
contractor at no costo the agency511 Deployment Coalition, 2009)heMassachusetts 511
system has also been successfully partnered with Safety Insurance. Safety Insurance is
sponsoring the 511 servicen exchangéor having a short promotical audio in the IVR along

with website banners and messaging advertisensent

Based on the current practices, it is clear that there are opportunities for businesses to have

customizable advertising in the 511 system. The website can incorpoagptng NA Q f Ay 1 a
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withoutl y& A&dadzSa aiAyOS Al g2dz R RSLISYRThey (KS
potential candidates to attract for sponsorship wouldibhsurance companie$otels,

restaurants, tourisnvenues taxicabsor car servicesgas servicg TV channels, etthe IVR

system can also be used for providing advertisements at the grea@tingses whereisers

mightbe switching through the steps of information, or when there is a delay in response.
However, based on feedback from the publigppears that pursuing this approach could be

met with negative response from users who mat want to be subjected to ads while they wait

for the information hey seek. Therefore, a balanketween the lengtrand contentof
advertisementsand speedy ddlery ofthe roadway information shoulde consideredThe

content of the messagmust beconsistent with the public service nature of 511 and the
governmentagency image. Just like websites, the mobile apps could also be another source to
provide sponsor@nformation or links to their business websites. Another option would be
providing acknowledgements for ttgponsors on DMS signs. The message will not show any
directions to any specific businessbat would acknowledge their contribution lgeliveringa
GoNRPtrdG6 & ¢ YSaal 3So

There should be a clear stratefgy sponsorship and revenue generation deveddjor the
system.The following steps could be followed to develop such strateiggn it would be time
for the region to pursue the pubkgrivate partnership (which currently is not feasihle)
1 media opportunities needs to beentified that mesh with the overall mission of
511,
1 need to analyze the current traffizolatility, and use of the telephoneaveb site
personalization system and mob#gp;
1 need to cevelop a model for advertising opportunities and revenue sharing
1 design a marketing package to be used to present advertising opportuynities
1 need to ceate a déabase of potential advertisers (eigsurers,hotels, restaurants,

tourismvenues taxicabsor car servicesnews channels, and other services);

)
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1 need to cevelop and execute a sales progrékeeping a person in charge of this);
and
1 produce advertisementsand nonitor and reportprogress othe implemented

strategies.

MARKETIE AND CAMPAIGNING

The 511 serviceriplementer mustenter into a catinuing

P e rotitedl ..i":% marketing campaign for th&11 servicd511 Deployment

?‘.’l’i‘.marketln Coalition, 2002)Making 511 a missiearitical way to

M:gﬁ%:”‘eg?:%j;:ij communicate with customers and theromotion of 511 a
éﬂ T priority at the leadagenciesare the first steps to effectively

marketing the serviceQontinuousefforts with significant
promotions at the early stagare necessarytoo. The marketing and campaigning efforts can be
in many forms inclding radio, television, static sigrsansit vehicles, airports, business
establishmentsas well as online advertisementdiélnational 511 coalitiocommittee has
established standards f&l1marketing and sample scripts, audand video filegor the
convenience of the deployment agenci@&l1 Deployment Coalition, 2002)thers mightoe
available through a requeshade to the 511 Working Group or 511 listserv at

http://groups.yahoo.com/group/511 coalition These can &followed as samples this effort.

Following the standard$11DF\Whasestablished a welliefined strategy for marketing and
campaigning. The effort targets different age groups, different occupatassvell as people
using different modes of trangptation. The current plan is to use radio, television, online
advertisementsmajor business companiesther out-of-home meda (kiosks at ma#i and
shopping centers)stationaryhighway signagelynamicmessagesigns, highwayadio

advisoies,as well & major citS & Q il sistble arteries.
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The focus geographic areasthe early stage of 511DFW deploymént marketingwasthe
ICM corridors with primary focus on the five cities of Dallas, Richardson, Plano, UniRarkity
and HighlandPark Thetarget of current marketing is to increase the usag¢hef511DFW
system by greater than g3ercent With the marketing and campaigning efforts, thtatsstics
on 511DFW usagm 2014are as follows:

0 IVR cali¢ 138345 (Table ¢ Appendix)

o IVR cafifor Trarsit informationg 3,159 (Table 18 Appendix)

o IVR califor Airport information¢ 1,246 (Table 1éh Appendix)

o Number ofwebsitevisitors¢ 12,513 Table10in Appendix

0 Number of My511usersg 2,545 {ill December2014, Rble11in Appendi)

0 Sociaimedia userg 3 followers, 6,34 witter posts(Table 12n Appendix)

Thefuture campaigms should focun the entire NCTCOG area. Algd/7 usage of theTxDOT
DMS signs for 511 marketing would be anotli=ra to considerSince this effort needs toeb
approved by TxDOT headquarteTxDOT local districts should be involuegdursuing thisA

study shows that posting a marketimgessageon the DMS signat times wherthere areno

other priorities to display increases the usage of 511 ses\ige83%(ADOT, 2005)n the

NCTCOG arethere are over 200 DMSs operated by TxDOT, and about 50 DMSs operated by
North Texas Tollway AuthorifNTTA, North Tarrant ExpresNT B andLBJ Expresall ofwhich
could be used to displaye campaign messagehis effort could ben apilot basis for about

sixmonths and the effort could be continued upon satisfactory response.

Also coordinating with the potential candidatésat are being considered foevenue
generation would be goodptions fa marketing opportunitiesin addition to the transit stops,
expanding the marketing efforts to the airpofsspecially at the baggage claim areas)ld

be something to considersavell. Kiosks located at the airports and transit centers ciso ae

consideredor placement ofcampaign messageBarking lotsat different facilities such as
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airports, transit stationsiental caragencie, garages at CBD areasd stadiumscould also b

considered for campaigning.

Incorporating the local ancies into the 511DFW system, either actively or passively, is another
strategy that can be considered. The policy at the Regional Transportation Council (RTC) would
be such that any RTC partnering agency gettingstmidtheir transportation improvemers,

would need to put the 511DFW logo on their website and officsalsuld be encouraged to

mention the 511DFW service (briefgt)every meetingThe agencies that are requesting

and/or being awarded funds for their Intelligent Transportation Sys{él' Sprojectsshould

provide data to the 511DFW system. Bef&EGmplementation of these ideasspolicies,
coordination withlocal agenciess recommendedto better know about their capabilities and

opinionson this strategy.

BILINGUAL SYSTEM

/\ English
D

BEGIN YOUR TRIP HERE. EspanOI
Acces to 511 services for Limited EnglRtoficiercy (LEP) callers should be considered when
planning a syster{b11 Deployment Coalition, 20083 uidance to Recipients on Special
Languae Service to LEP Beneficiaigsied by USDT on January 22, 2001 determines its
applicability. Though it is not mandatory to have both English and Spanish options in 511
systemsdn currentguidelines, having theoption for the Spanisispeaking population will

beneft them.
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As of 2015, there artorty-five 511 systems iB9 states in the United Stateand ®veral states
and/or regions hava significant Spaniskpeakimg population.Yet aly alimited number of 511
systemscurrently provide information irboth languages. Arizona has0 percentHispanic
population(Census, 2015andthe Arizona 511 website provides information in both English
and SpanishHowever,the phone system doesot have gtions for Spanishn 2009 Florida
DOT launched their neuntegrated511 systemwhich provides traveler information in both
English and SpanisBased on Censukata, Nevada, Los Angeles, andWMexicohave 28, 45
and 39percentHispanic populatios respectivelybut do not provide the 511 service in
Spanishln contrastto that, in the SacramentoCalifornia, and San Luis Obispeas the
Hispanic population is 22ercentof the total population and both of the systems hawgptions
for English and Spanisim Texas39 percent othe populationis Hispanic. Bth the 511DFW
website andVR systenshould provide service ipoth English and Spanishll of theoptions

are recommended to bavailable in botHanguage4English and Spanish

Having dive operatorupon request would be another item to consider as statssghow that

15 percentof callers ask for a live operat@tudesshow thatthe people asingfor a live

operator request informatiorsimilar to what isavailable in the IVR options under some menus.

In comparisonto the additional information, the operatg cost of a live operator is significantly
high and a big commitment for any single agency. At this point it is not recommended to have a
live operator upon request. Instead it is recommended that the IVR system adds phone
numbers of the customer servi@enters of the partnering agencie® which users can easily

be connected automatically if they desire more personalized assistdnsein case the
511DFWeommittees decidéo host a live operator in futurghe operatorshould speak in both
English ad Spanishor there should be options to direct the call am operatorfluent in both

languages

)
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| DATA CONTENT, 511 FEATURES AND COVERAGE ‘

The data contenof the 511 systentoveisa broaderrange

of components of the multimodadtansportationsystem,

as well as weather informatioypical roadwayelated

content includes information on

constructionmaintenance road closure/limited

accessihcidents, speciavents,congestioridelays, as well
as weather and road surface conditeaffecting travelThe basic roadwayelated content that
isprovided to the public should have a regional overview or summaries of current conditions.
The content should also be routand/or corridorbasedin rural areas and segmebasedin
urban areasThecontentshouldbe provided with exact location, direction of travel, and time
of the latest update.A checklist bthe content that is needed for eadtighway content type

asprovided by the511 Implementation and Operational Guidel#es as follows:

Table4 ¢ Detail Needed folEach Highway Content Typ@11 Deployment Coalition, 2005)

Content Detail
o o
S |- . |2 |68
o (>\ c — 9
—1§8 |3 |8|S (25| 5@
Content Type % g g o|B 0|85 § 85
= — | Q = =
=19 ) c|8L|l3p|0cT
c 5|8 |2 |e|x3|ggl8s5
© - E|l-® 2|0 T o
= c =R =l ol 3.E A=
. @ b 2G| > 05| oo|lE RO
s | £ |8|2|58/s5|5|83|58|58¢
z S |S|G|loElas|F|lox|L 2022
Construction / Maintenance v v Vv v v | v v
Road Closures / Major Delays v v VIV v v [ v v v
Major Special Events v v v v | v ¥
Weather and Road Conditions v v v v v v
Incidents / Accidents (Minor)* v vIivi] v
Congestion Information* v viIiv]| v v

* Major congestion information and incident / accidents are considered part of the “Road
Closures/Major Delays” content type

** Desirable if the deployer has the capabilities to include this information as part of the service
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