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Introduction And Overview

Traffic incident management is the planning and coordination of people and material resources to safely address and quickly clear disruptions and distortions to the flow of traffic on our nation’s highways. Traffic incident management encompasses the development and application of specific practices and tools, often involving the careful interaction of multiple agencies and functions.

Practices may include methods for determining command and control roles and responsibilities at an incident scene, means for administering towing and recovery services to clear stalled and crashed vehicles, and various approaches for parking emergency response vehicles and controlling passing traffic at the scene of an incident.

Tools include fire apparatus, crash measurement equipment, service patrol vehicles, and other equipment that support effective traffic incident management practices. An increasingly vital set of tools involves interpersonal and interagency communications networks and devices that can share voice, data, and video information between traffic incident responders and managers.

Creating, and refining the effectiveness of traffic incident management practices and tools typically require the existence of a traffic incident management program. Traffic incident management programs are more than just collections of successful traffic incident management practices and tools, which may address a static set of issues at one point in time. A traffic incident management program is an ongoing, administered, multi-agency interjurisdictional, and inter-organizational approach that is used to address a changing set of issues over time. These traffic incident management programs can exist at varying levels of formality, and can go through various stages of development. They most often are deployed at the regional or state levels.

Despite the fact that much of the discussion about traffic incident management focuses on operations and technology, there is widespread agreement that significant improvements require departures from "business as usual". The "institutional" changes go beyond improved practice in the field. They involve fundamental changes in certain aspects of the involved agencies including:

· Agency objectives and priorities 

· Organizations, roles, relationships 

· Human and financial resources 

· Professional values, culture and conventions 

Since the agencies involved in traffic incident management (law enforcement, fire and emergency response, transportation, towing) have different missions and legal status, it is important to identify critical differences and the way in which they can be resolved for improved coordination and integration. These differences extend to the agencies’ cultures which may be response-oriented or project-oriented, may have different approaches to chains of command and communications, may place varying emphases on traffic safety and responder safety; or may be more focused on business and economic development relative to pure public interest.

Underlying a focus on institutional change and collaboration is the idea that measured progress can be made – simultaneously improving public safety and convenience – through evaluation of improved procedures, technology and improve coordination among agencies -- based on an awareness of state of the practice. There appears to be widespread agreement that, in general, ad hoc approaches based on cooperation, energy and good intentions of dedicated staff in the field -- while valuable – cannot be counted on in the long run. Improved procedures need to be explicitly described and formalized among agencies. In addition, ongoing working relationships between agencies and the individuals within them must be grown and nurtured.

The Ten Key Institutional Challenges For Traffic Incident Management

Understanding the correlations between traffic incident management and institutional issues can be approached through two basic questions.

· What institutional aspects and issues limit, preclude, or enable effective traffic incident management practices and tools? 

· What is institutionally conducive to the successful implementation of ongoing traffic incident management programs? 

Experience in the field and publications reviewing the state of the practice indicate that institutional issues and challenges identified through the above questions tend to fall into three basic categories.

Policy
Policy refers to the agencies stated mission(s), established by law or administrative action: what is the agency trying to do and how. Key dimensions of policy include:

· Traffic incident management program justification 

· Agency priority of traffic incident management 

· Policy maker understanding 

· "Concept of Improvement" within performance effectiveness 

Program Resources
Resources covers the agencies capability to execute its responsibilities including how the agency is organized, staffed and funded and where there is an "authorizing environment" of laws, regulations and traditions that supports or inhibits agency activities, location of responsibility in agency. Key factors include:

· Resource availability and allocation 

· Constraints of law and local jurisdictions 

Relationships
Traffic incident management is, by its nature a multi-jurisdictional activity. Police, fire and emergency response and transportation each have specific responsibilities. However, the effectiveness of the combination of responsibilities depends on interactions. These relationships are affected by:

· Agency culture differences 

· Coordination of roles among agencies 

· Stakeholder involvement 

· Sustainability of multi-agency cooperation 

Institutional Challenges And Improving Traffic Incident Management

In the material that follows each of these ten key institutional dimensions is presented. An overview of traffic incident management practice around the country indicates that there appears to major differences in the apparent effectiveness of traffic incident management programs (based on the very few performance analyses that have been conducted). The gap between average and best practice should be a source of concern

For each of the ten issue areas, the situation that exists in the average setting around the country is described. For comparison, "best practice" is then described. Best practice refers to the situation that exists in a few regions that have focused on this particular dimension and have attempted to produce a more effective approach. In general, best practice is associated with the following:

· Long-term sustained program (mainstreamed) 

· Multi-agency cooperation and leverage 

· Concept of progress (continuous improvement) 

Some characteristics of institutional effectiveness evident in these regions are then described. Admittedly, there is no single best way to form and sustain traffic incident management programs. The most practical and productive approaches will vary from region to region. However, there seem to be fundamental "Characteristics of Effectiveness" that consistently underpin successful and continuously improving traffic incident management practices, tools, and associated programs. By understanding these Characteristics of Effectiveness – and what is required to attain them locally – we can identify national actions that are needed to overcome associated challenges.

The State Of Play And Best Practice – Institutional Approaches - Ten Issue Areas

1. Traffic Incident Management Program Justification – How Are Traffic Incident Management Programs Justified To Key Decision Makers?

Average Situation.
Traffic incident management is often part of the agency’s routine mission and responsibility; it does not have to be justified. The benefits of are not measured and performance is not measured; the pay-off from improving practice are therefore not known.

Best Practice
Benefits of traffic incident management are measured and demonstrated and disseminated to decision-makers and the public.

Characteristics of Effectiveness
· Study of needs and benefits at various levels of effort to support increased efforts 

· Development of performance measurement and analyses to guide improvements 

· Introduce terrorism-related emergency response (weapons of mass destruction) modifications to standard procedures as appropriate 

2. Agency Priority Of Traffic Incident Management – How Important Is Traffic Incident Management As A Function Within An Agency?

Average Situation
Traffic incident management is only one of several responsibilities of an agency and units within agencies – as a reaction to problems rather that a service program with its own line item budget. It is therefore vulnerable to budget and staff cuts.

Best Practice
Traffic incident management is recognized as an important service program by all the agencies in a region; a budgeted core agency program.

Characteristics of Effectiveness
· TQM and reorganization mechanisms and strategies include explicit recognition of Traffic incident management as core business area in goals and objectives, resource tradeoff 

· Middle level staff leadership sensitizes leadership to key issues (up-management) so that functions are recognized in upper levels of organizational structure, and across multiple business areas 

· Incorporation of traffic incident management responsibilities into career paths through management and staff position descriptions, individual performance assessment, and professional development 

· Agency celebration and awards for individual and team traffic incident management accomplishments 

3. Policy Maker Understanding –How Well Are Traffic Incident Management Practices, Tools, Programs, And Benefits Understood By Policy Makers And Senior Managers?

Average Situation
Policy makers not informed of benefits of traffic incident management and the potential of further improvements for enhanced public safety and convenience.

Best Practice
Senior management understands the value of traffic incident management and the potential for increasing benefits from improvements; provides agency commitment individually and together with leadership from other agencies.

Characteristics of Effectiveness
· Senior management exposure to program activities, benefits 

· Establishment of executive committee within and among agencies 

· Public awareness/outreach efforts (multiagency) 

· Reporting and accountability mechanisms to keep decision-makers aware of program and performance 

4. Concept Of "Improvement" In Performance Effectiveness – How Is The Enhancement Of Traffic Incident Management Functions And Programs Viewed And Carried Out?

Average Situation
Traffic incident management activity carried out under "business as usual" approach, using inherited techniques and legacy systems (ex: communications). There is no sense that improvements can and should be made (that it is possible to improve safety and reduced delay simultaneously.

Best Practice
Concept of measured progress accepted as demonstrated by evaluation of improved procedures and technology, synergy with other agency strategies, based on an awareness of state of the practice.

Characteristics of Effectiveness
· Systematic reviews of potential contributions of new procedures, based on an understanding of the state of the practice knowledge 

· Use of performance measurement to indicate areas of potential improvement 

· Introduction of new technology (ITS, Interoperable communications) 

· Development of standards 

5. Resources – How Are Financial And Human Resources For Traffic Incident Management Programs Prioritized And Allocated?

Average Situation
Traffic incident management activities, as a lower tier activity is often subject to resource availability from budgets unrelated to activity or to agency priorities. Resource availability uneven among stakeholder agencies.

Best Practice
Increase in priority together with performance accountability improves budget competitiveness and resource sufficiency.

Characteristics of Effectiveness
· Dedicated funding for traffic incident management 

· Interagency of support of resource requests of individual agencies 

· Resource-sharing among agencies 

· Shared funding for specific improvements 

6. Constraints Of Law And Local Jurisdictions – To What Extent Do Laws, Legal Precedent, And Regulations Limit The Modification Of Traffic Incident Management Approaches?

Average Situation
Local laws and conventions such as boundary constraints, towing practices, and clearance policies inhibit improvements in key areas and are often supporting status quo stakeholders.

Best Practice
Needed changes in laws and regulations are introduced and supported.

Characteristics of Effectiveness
· Conduct coordinated multi-agency legislative discussions to develop interagency consensus 

· Agencies cooperate on "campaign" for improvements 

· Develop regional, statewide law, compacts focused on improved practice (quick clearance, open road, towing, coroner requirements) 

· Clarify understanding of liability constraints via legal research 

7. Agency Culture Differences – How Are Cultural Differences Between Agencies, Functions, And Professions Addressed?

Average Situation
Each agency possesses a culture with accepted conventions that are not well understood by other stakeholders. The priorities of other agencies are implied and guessed, and can be used to polarize viewpoints and prospective partners.

Best Practice
Cultural differences between agencies, functions, and professions are understood and respected. Agency priorities are explicit, and their understanding between agencies is used to enhance their mutual effectiveness.

Characteristics of Effectiveness
· Regular working encounters reconcile and reinforce shared goals and objectives, and productively acknowledge necessary differences in priorities. 

· Multi-agency training and planning are accommodated and encouraged. 

· Multi-agency critical incident de-briefings are routinely conducted, and outcomes are incorporated into refined traffic incident management practices and tools. 

· Staff and management levels are supported in local and national peer networking, both within and across their functional areas. 

8. Coordination Of Roles Among Agencies – How Are The Roles Of Specific Agencies Assigned And Defined For Both On-Scene Operations As Well As Within The Administration Of A Traffic Incident Management Program?

Average Situation
Roles are defined informally on a case-by-case basis, and may even vary within a function by personality or jurisdiction. Conflicts regarding roles may be partially resolved on site, and are disregarded after the clearance of an incident.

Best Practice
All stakeholders and partners recognize the Incident Management System. Administrative roles within a traffic incident management program are similarly formalized and committed to by participating agencies.

Characteristics of Effectiveness
· Multi-agency, actively facilitated teams meet regularly at both the executive and field or technical levels. 

· Interagency memoranda of understanding reinforce commitment to the Incident Management System, and to the administrative structures for traffic incident management. 

· There is appropriate interoperability of communications systems and practices to reinforce and support structured roles. 

· Joint facilities and collocation may be pursued. 

9. Stakeholder Involvement – How Are All Partners And Stakeholders In A Traffic Incident Management Program Identified And Appropriately Involved?

Average Situation
Key stakeholders can be uninvolved for extended periods, except as needed. Stakeholder involvement is determined by the strength of personalities, or the size of an agency.

Best Practice
The full spectrum of stakeholders are involved in program development and administration. Participation in decision-making is appropriately scaled based upon organizational and individual roles and expertise.

Characteristics of Effectiveness
· Steering committees, planning meetings, and other program functions receive broad and consistent participation by all key stakeholders. 

· Stakeholder participation in the program is monitored, and overlooked partners are recruited back into the dialogue. 

· Stakeholder spectrum defined by function, not just sector (e.g. towing & recovery industry, traffic media) 

· Engagement mechanisms tailored to stakeholders (e.g. special meetings & training to focus on fire & rescue issues & needs) 

10. Sustainability Of Multi-Agency Cooperation – How Is The Continuity Of The Traffic Incident Management Program Promoted?

Average Situation
The level of attention paid to traffic incident management practices and effectiveness depends upon recent events, or the personality of a strong program champion. The same problems must frequently be revisited and re-solved.

Best Practice
Roles and relationships are formalized and ongoing. The level of institutional energy applied to continuously improving traffic incident management effectiveness is consistent, and is adapted to meet a growing set of challenges.

Characteristics of Effectiveness
· There is development of formal interagency agreements that outlast representative individuals. 

· There is a continued commitment to seek individual and shared agency resources. 

· A fiscally significant agency takes a champion or facilitator role on an ongoing basis (DOT, RPC, Sheriffs Dept., or other) 

· Interagency coordination for traffic incident management is supported by a meaningful, incremental, performance-driven strategic planning process 

· Relationships are "incorporated" to affect a Council of Governments for Traffic Operations. 

Towards The National Agenda For Traffic Incident Management

There are several unifying values that cut across the Characteristics of Effectiveness listed above.

· Opportunities for improvement are sought out and pursued 

· Ad hoc cooperation is purposefully built into a sustainable traffic incident management program 

· Partner agencies recognize various aspects of a mainstreamed multi-agency traffic incident management program as core mission and business area 

· Formalized and sustained cooperation applies to all levels – field and technical staff, front line management, senior administration, and elected officials. 

Through the breakout sessions, we will seek the experts’ reaction to these Characteristics of Effectiveness. The purpose of this dialogue will seek to understand why these characteristics are not more universally and uniformly evident within metropolitan regions and rural transportation corridors. Specifically, we will use the breakout sessions to seek answers to the following questions

1. What additional Characteristics of Effectiveness need to be recognized?

2. What limits the attainment of these Characteristics of Effectiveness locally?

3. What limits the attainment of these Characteristics of Effectiveness nationally?

4. How can these limitations be overcome locally or regionally?

5. What national actions might support the Characteristics of Effectiveness?

The list below is a straw man "starter" list for the final question in the breakout discussions. The list illustrates both the range and prospective depth of national actions to encourage Characteristics of Effectiveness within traffic incident management programs.

· Designated national process or federal entity to develop model regional compacts, model state legislation – promulgation with local government associations 

· National research on legal issues, precedents and experience (ex: liability and risk) 

· Focus on terrorism/WMD emergency response needed modifications to conventional traffic incident management practice 

· General consensus on traffic incident management priorities and issues at the national association level (USDOT Public Safety Working Group?) 

· Peer and association networking (national organization?) 

· National executive level outreach 

· Federal supported joint training (modules in existing programs) 

· Focused research and technology development program including demonstration projects and pursue in existing research agendas (FSHRP, National R & T, etc) 

· Identify traffic incident management applications for modified highway design features 

· Formalize relationships with national equipment vendors to better define technology and equipment needs 

· Identify key entities involved in relevant interoperability of standards and pursue dialogue and resolution 

· Performance measurement support 

· Build traffic incident management explicitly into federal funding programs 

