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DEAR OFFICIAL

Dear Local Government Official,

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

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

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

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

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

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

Sincerely,

Dr. Costis Toregas,

President

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

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

and stimulate ancillary businesses such as restaurants and shops.

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

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

On the other hand, planning for special events offers opportunities to enhance the per-
formance of the transportation system and foster interagency bonds. The traffic, parking
and transit needs for special events can catalyze investments in advanced traffic manage-
ment systems, closed circuit television cameras, variable message signs and sophisticated
traffic management centers. Once these are in place, traffic agencies can showcase the
value of their investments. Similarly, transit agencies can serve riders who do not normally
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IT ALL COME TOGETHER

WATCHING

use bus and rail services and thus acquaint them with the value of the agencys services.
Agencies can also use the compelling needs of upcoming events to form and strengthen

effective working relationships.

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

ning and operational challenges associated with transportation for special events

rt

Cacs atnundiac i thic rans
ase studies in this repo!

The case studies highlight seven diverse special events taking place across the United
States:
@ Dallas, Texas — State Fair of Texas
Los Angeles, California — 2000 Democratic National Convention

Monroe County, New York — weather emergencies

=== i New York City — New Years Eve in Times Square

& Northern Virginia — traffic management after July Fourth fireworks display on the
Mall in Washington, D.C
i Phoenix, Arizona — Bank One Ballpark baseball games

@ San José, California — Compag Center hockey games and other events
The transportation planning and management for each event are described in detail. After
summarizing key points, each chapter relates:

B Challenges posed by the special event

e ' # Agencies involved and their responsibilities

e b
¥ [t ® Pre-event planning
i T

8 Day-of-event transportation operations and management

e LU B Neighborhood impacts

EFe A8

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

portation needs

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

for case studies in Phoenix, Monroe County and Dallas



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

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

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

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

CHALLENGES
AND STRATEGIES

Anyone planning a major special event can quickly list a

wide range of concerns, issues and problems that must be

addressed. The case studies beginning on p. 21 illustrate

successful plans, programs and services to solve a variety

of challenges. The charts on the following pages summa-
rize the challenges faced by each local government and
the strategies used to address them, while the case stud-

ies themselves provide more complete defail. MORE

NOILDNAQOJLNI
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CHALLENGE

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

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

I circumstances of each sit

STRATEGY

Appoint citywide coordinator with
mayoral mandate and support

Designate lead depariment with
authority to obtain cooperation

Coordinating committee or task
force with regular meetings

Build on existing relationships
among staff from different agencies

Build on existing strong relation-
ships between sister agencies

Bring in other agencies with
strong ties to all agencies
involved

iation

EXAMPLES

Los Angeles
New York (New Year's Eve in

Times Square)
San José, Phoenix, Los Angeles

All case studies

Los Angeles

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

WHY IT WORKS

Coordinator has authority to get
things done

Department has authority to get
things done

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

Familiarity and trust already
established

Familiarity and trust already
established

Familiarity and trust already
established



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

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

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

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

and f:'\,'rii\,,l,,m"’h] ransportation aspects or special events, {hel.’ must deal with an interwov-

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

learned are grouped Into four categorie —
1 Organizational arrangements - addressing institutional, staffing and intera- =
gency issues to ensure smooth planning and running of transportation for special ;
evenis O

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

3 Planning process — key elements to a successful planning process and post-event 2
evaluation -

4 Day-of-event operations — Iessons affecting day-of-event traffic, parking and O
transit operations ~

C v

2) MANY DIFFERENT Offer other agencies benefitof  Los Angeles Deparimentof ~ Sharing of expertise and

= agency expertise | Transportation (closed circuit tele- resources is major catalyst for

GOVERNMENTAL UNITS vision feeds, analysis of traffic inter-jurisdictional cooperation
i | impacts of alternative street clo-  since all jurisdictions benefit
BIVOLVED; WEED mon . * sure plans, photos of 80 delegate
LEVEL OF INTER- hotels)
JURISDICTIONAL . Establish coordinating committee | Los Angeles, Phoenix, San José = Provides focus for planning; regu-
s ' ortask force with regular meetings lar meetings establish deadlines

COORDINATION ; (complete task X by next meeting)
(cont.) . Assign task force members both = Los Angeles, San José, Phoenix  Task force becomes effective body

authority to make decisions and where decisions are made
responsibility for results 5

Establish operations center hous-  Los Angeles, Monroe County " Face- to-face communication fos-
ing major agencies involved ters closely coordinated planning

Share radio frequencies and use ~ Los Angeles, Monroe County,  Police, traffic, parking and other
cell phones as well as two-way  Phoenix, Dallas (State Fairof staff in the field can communicate
radios . Texas) - with each other directly :

Perfect operations prior to main =~ Monroe County (training oxemis-§ Practice makes perfect
event through training exercises  es), Los Angeles (used Grammy
or smaller event Awaﬂ; Ceremony as test of DNC

plans
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CHALLENGE

3 SIGNIFICANT NEIGHBOR-

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

CHALLENGING POLITI-
CAL PRESSURES NEED
TO BE MANAGED IN

PLANNING THE EVENT

5 FUNDING FOR EVENT IS
NOT ASSURED

1) Plan and manage special events jointly across agencies

multiple local age

el OnDeratior } norosch tended to Bie ~fli 1ar
i i 5 | s ) i L Hu I

vhether transportation needs would be affecte

feasibility studies are often performed for large eve

STRATEGY

EXAMPLES

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

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

community concerns District)
Involve staff or consultants that Los Angeles (hired consultant and
have experience with these pres-  brought back staff who planned

sures and know some of the players = 1984 Olympics)

Reach funding agreement with San José, Dallas
event organizers/sponsors in

exchange for guaranteed level of

service

Show success of transportation
management in similar applica-
fions

Northern Virginia (quantified time
and fuel savings), Los Angeles
(similar plan executed for
Grammy Award Ceremony)

that |

irticipate, interagency

portation planning and man-

raaenc ordination wa ritica

WHY IT WORKS

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

Only experience with previous
events earns understanding of the
subtleties involved.

In the interests of both parties

Demonstrates value of transporta-
tion planning and management



Where planning a new event represented a major challenge, the most common approach
was to form a task force or coordinating committee. Examples include the Convention
Operations Committee in Los Angeles and committees that put together the original trans-

portation plans for sport

()

facilities in San Joseé and Phoenix. Task forces and coordinating
committees provided structure to the planning process and worked to ensure that environ-
mental impacts were mitigated during the construction of these sports facilities. They
brought together representatives of key agencies. They served as the focal point for plan-
ning transportation for the special event. Regularly scheduled meetings (generally biweek-
ly or monthly) created deadlines and kept the planning process moving.

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

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

In the case studies concerning downtown sports arenas, ongoing event management is
the responsibility of 8 committee that coordinates all downtown events — arena events as
well as others. Potential overlap between events is so central to event planning that one
coordinating body makes sense. In San Jose, for example, the parking lots used by
Compaq Center patrons are used as the venue for some outdoor special events. Traffic for
the Compag Center may also overlap with traffic for outdoor events in the adjacent down-

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

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

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

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

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

TOGETHER

other operations and are familiar to one other.

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

COME

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

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

process can be relied upon in the crucible of the day of the event. Event planners fully

T ALL

late the challenges of event management based on their involvement in previous
event management, Day-of-évent managers are fully kne Igeable about the plar d

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

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

events, New Years Eve and July Fourth celebrations. The benefits of familiarity, expertise
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and working relationships from having the same staff plan and manage these events are
obvious. Perhaps more subtie is the impact on operational capabilities. As an example, the
same police officers are regularly assigned for traffic operations to Bank One Ballpar

games in Phoenix

1) Provide necessary funding levels.

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

July Fourth in northern Virginia

Transportation operations may also be funded by the event itself. Traffic and police services
in Dallas are funded directly by the State Fair of Texas and in San José by the organization

that manages the Compaq Center. The San José funding is specified in the citys
Transpartation and Parking Management Plan, which also specifies the level of service to
be provided by the city — e.q., traffic flow, signage and police staffing - for each of a

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

police costs in Phoenix. The advantage of these arrangements is thart city agencies ar
assured of sufficient funding and the event is assured that the agreed-upon level of VICE

will be provided

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

[mflf;pruT. inon operanons for weather emix rgencies throuagh disaster relie f programs




2) Give staff that are principally involved in planning both the authority and responsibility to

plan and manage the event.

Decision-making within the planning process is

process. It is

very difficult for pr

dpproval of every dedision rom sup rs. In f <= pr
ne j 1C ith oth i ncl die i 1 ¥
o) o 1 C 1)

mak nmitn ne another. Task forces Stit

1a n ef T [ member I build

essential to managing events as

his does nat mean, however, that project managers are completely

» in all of

a litmus te

oject

they transpire

st for the effectiveness
managers to plan an event If they

ject managers’

of that
must obtain

hands are tiec

ISt and cooperation that are

N their own. Project

manaaqer the case studies reported to more senior managers on the status of
event planning and operat pl the futur the same time, proj r
iaers felt that thev could tr | M C m
M ¥ r
e
Th N José Arena | nts Operating Committee Is an excellent example of this principl

oy
L

6 NEED NEW
TRANSPORTATION PLAN
FOR FIRST-TIME EVENT

7' TRANSPORTATION PLAN
BECOMES OUTDATED
AS CIRCUMSTANCES
CHANGE

ip feel able to

make

Begin planning process nine
months to several years before
event opens

Create detailed wriiten plan that
serves as vehicle for planning
process

Establish regular review cycle for
plan

Integrate long-range planning and
event operations

commitments [0 each c

EXAMPLES

e ey ==y

San José (several years to devel-
op the Transportation and Parking
Management Plan for the San
José Arena), Phoenix (18 months
to develop the Sunburst Traffic
Management Plan for Bank One
Ballpark), Los Angeles (nine
months for fransportation plan for
2000 Democratic National
Convention)

San José, Phoenix

Three-year cycle in San José for
major changes, monthly or
biweekly meetings in San José and
Phoenix adjust plan as necessary

San José (light rail development
and flood control)

NOILDNAQOJdLNI

Sufficient time for agencies o
work with each other and with
affected community

Fully spells out level of service
and responsibilities for each
agency

Built-in review process

Builds on existing agency and
community relationships
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mmittee level, an expectation evidently shared by their superiors. Asked what
vould happen if managers from different agencies could not resolve an event scheduling
L - |
s issue and if, hypothetically, one person took it to a higher level, an Office of Cultural
O managef responded that hi ipervisor would tell him to go back to the mimittee
(.) 'l
-
<
. neir | mpg i I f i
rracked Ior eact vent and Decomes 4 ,\""" rmance inaicator ror the -7:-“[,‘?1’[’1';'r"'f
U
P4
= 3
O 1) Allow time for a thorough planning process.
<
=
[ £ Iy I
f falf | f [ I 7\‘1'?‘ Ict |
MV iNd the my It f the event itself
CHALLENGE i STRATEGY | WHY IT WORKS
'8 ' ASPECTS OF THE EVENT Establish operations center with = Los Angeles, Monroe County Face-to-face coordination is criti-
key managers present durin cal to managing rapidly changin
ARE UNPREDICTABLE ev:m s ’ conditions S
(NUMBER OF Monitor traffic conditions in real = San José, Phoenix, Dallas, north-  Flexibility and sufficient informa-

time and adjust traffic signals, ern Virginia and Los Angeles (all = tion adjusts traffic management to
ATTENDEES, ARRIVAL street closures, efc. as traffic con- using traffic management center) actual conditions

TIMES OF ATTENDEES, Uitions change
DEMONSTRATIONS) Rollout street closings as atten- ~ New York

dees arrive
Maintain emergency access New York, Dallas
corridors
Establish contingency plans for Los Angeles, Monroe County Can quickly execute changes as
various possible needs or events necessary

9 ' NEED TO AUGMENT Implement “Incident Command Los Angeles, Monroe County Draws personnel from throughout
System" developed for emergency department; all personnel are

DEPARTMENTAL STAFF  planning trained in standardized terminolo-

gy: assigns personnel fo tasks that
ASBIONEN 1O BYSINT best suit their talents



'he most lm{)(]l{dﬂ[ consideration in dete rmining

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

needed to plan recurrent events that take

State

million people or more

the same staff. The Fair of Texas and New Years Eve in Times Square can attract a

Yet planning involves only a few months and a few meetings to
address transportation issues
ous year, making fairly minor modifications to plans and procedures as the event and

other circumstances change

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

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

] the time required for advance planning

place in the same location and with essentially

Officials are able to rely primarily on the plan from the previ-

Phoenix. Transportation planning for the 2000 Democratic National Convention started 18

months before the first delegates arrived in Los Angeles. Officials typically compile exten-

sive transportation management plans covering all aspects of the effort, including organi-

zational arrangements, traffic cor

and funding. The charts on these page

-

s illustrate the range of topics covered by a com-

prehensive transportation and parkmq plan

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

event. LA.S experience with the

STRATEGY

EXAMPLES

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

with traffic control

1984 Olympics was valuable to Los Angeles Department

ntrol, parking and transit operations, post-event evaluation

WHY IT WORKS

Information is targeted to the
audience

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

Personnel are readily available to
motorists and pedestrians

Officers become familiar with
fransportation operations and can
inform motorists

Creates incentive to stay away
from the congested central area

Provides relevant information

Increases street capacity in con-
gested direction

Guides motorists directly to park-
ing lot

Efficient traffic control
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ALL COME TOGETHER

IT

WATCHING

CHALLENGE

12 HEAVY TRAFFIC

OVERWHELMS STREET
CAPACITY IN THE AREA
AROUND THE EVENT
SITE

STRATEGY

Implement traffic engineering
steps such as long light cycles on
arterials, ensure traffic signals
are synchronized and use the
exact same time of day, quickly
repair malfunctioning traffic sig-
nals; ensure intersections are
kept clear of cross traffic; restrict
curbside parking; embargo street
construction during major events

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

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

Moratorium on street construction
and filming

EXAMPLES

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

Northern Virginia

San José, Dallas

Los Angeles, New York

WHY IT WORKS

More efficient use of streets
increases carrying capacity

Derives optimal traffic signal plan

Reduces demand on street
capacity

Increases capacity of street for
through traffic



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

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

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

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

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

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

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

cies to carry out their transportation and other functions

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

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

Community involvement in special event planning also establishes channels for communi-
cation of traffic, parking and transit information immediately prior to the event itself.
Agencies have complete lists of community groups that need information. Residents and
businesses have a sense of what o expect and a context 1o place the event-specific infor-
mation. These relanionships are vital to ongoing communication as well, for addressing

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

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

crews when malfunctions threaten public safety.

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



signs (VMS) are another important information technology that was

Variable message

effectively used in many of the case studies. These signs are used on highways and major

arterial streets to provide motorists with information about highway exits and routing to

event parking. Messages can be changed throughout the day based on event schedules,

street closures, parking availability and changing traffic conditions

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

Public information is a key tool for helping traffic, parking and transit systems operate

smoothly. Travel information can inform attendees about the best route to parking lots or

ways of reaching an event via public transportation. Motorists seeking other destinations

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

dents and businesses can help mitigate impacts on those who live, work or shop in the
ea
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