Planned Special Events: Checklists for Practitioners


POST-EVENT ACTIVITIES CHECKLIST

The checklist on post-event activities presents steps pertaining to the evaluation of local and regional operations based on stakeholder debriefings and an analysis of traffic data collected on the day-of-event.  The outcome of each and every activity represents the first step in planning for future, successive events and can contribute toward proactively improving travel management for all planned special events in a region. Information related to the steps discussed below can be found in the Managing Travel for Planned Special Events Handbook, which can be accessed at http://ops.fhwa.dot.gov/program_areas/sp-evnts-mgmt.htm.

This checklist calls for the user to compile comments, develop surveys, identify successes and failures, etc.  All of these activities require creating forms, documentation the event activities, and analysis of the information that was gathered.  Although the event is over, much needs to be done to capture what happened to ensure that the next event will build on what was learned. A post-event report, often called an after action report, or AAR, is a particularly valuable document that results from this checklist.  An AAR is a report that follows a structured review process that allows participants to understand for themselves what happened, why it happened, and how it can be done better. An AAR is about learning, not finger pointing or even fixing a problem. The AAR should be conducted with a focus on improving the delivery of services for the next planned event, and should be done in conjunction with your partners.  (It is very likely that the DOT will not be the agency in charge in writing the complete report for the event but will write up the transportation portion of the report.) The figure below summarizes the types of assessments made for each of the four steps in the post-event activities checklist: 
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	POST-EVENT ACTIVITIES CHECKLIST

	APPLIES?
	ASSESSMENT
	IF CHECKED
	TIPS / EXAMPLES
	USER NOTES

	Step 1. Review and Compile Measures of Effectiveness

	(
	· Internal MOEs for stakeholder evaluation
	· Determine data requirements, collection methods, and specific measures in event operations planning phase in order to collect data and log activities on the day(s)-of-event

· Select performance measures beneficial to stakeholders in helping them evaluate traffic management team activity

· Consider measures that assess the quality of activity and not just quantity
	Example internal MOEs include:

· Time required to deploy and remove strategies

· No. of road/lane closures and time/duration

· Traveler information device day-of-event message log

· No. of traffic signal timing changes

· No. and type of service patrol assists

· No. of messages transmitted between personnel
	

	(
	· External MOEs identifiable by public
	· Determine data requirements, collection methods, and specific measures in event operations planning phase in order to collect data and log activities on the day(s)-of-event

· Select performance measures clearly experienced by most spectators attending a special event and are factors most likely to be noted by the public

· Consider measures that serve as key inputs into planning for the next event occurrence
	Example external MOEs include:

· Volume of traffic on facilities serving event

· Travel time and delay on highways and streets

· Average vehicle occupancy and modal split

· Parking occupancy and arrival/departure times

· No. of traffic incidents and clearance times
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	Step 2. Participant Evaluation

	(
	· Field personnel debriefing
	· Interview traffic management team personnel (supervisors and personnel) on their observation of operations and implementation of their assignment

· Obtain log and chronology of traffic management team activities

· Compile field personnel observations
	· Interview questions may be developed and communicated to field personnel prior to the day-of-event in order to make field personnel aware of requested observations of specific facilities or locations on the day-of-event

· Observations may include times of heavy traffic flow, how location operated, and recommendations for improvement

· Log and chronology of traffic management team activities refers to how and when components of the traffic management plan were implemented and what changes, if any, were made to the traffic management plan based on day-of-event conditions
	

	(
	· Event patron survey
	· Assess survey value and application of results toward event evaluation and improving future practice

· Determine interview question topics

· Evaluate survey design and execution

· Develop incentives for event patrons to participate
	· Example uses of survey results include: (1) future travel forecast data – trip characteristics, (2) qualitative observation of day-of-event travel conditions – travel experience, and (3) development of travel demand management initiatives for future events

· Types of patron surveys include comment cards that event patrons can fill-out, surveyors who question attendees, and solicited/unsolicited e-mail comments

· Incentives include a prize drawing for those patrons that complete a survey
	

	(
	· Public Survey
	· Assess survey value and application of results toward event evaluation and improving future practice

· Identify survey target audience

· Determine interview question topics

· Evaluate survey design and execution
	· Stakeholders may conduct a public survey: (1) after the first of a series of recurring special events (e.g., sports season), (2) after receiving negative feedback through community interest stakeholders, or (3) after a specified period of time (e.g., annually or every few years) for all events held at a particular permanent venue  

· Public surveys target affected residents and businesses who may have been impacted by the planned special event even though they did not attend or have any direct association with the event

· Key impact areas include access, parking, and traffic/transit operations

· Methods for reaching the public include surveys mailed to residents and businesses in the area affected, solicitations via websites, and comments provided by phone or mail
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	Step 3. Post-Event Debriefing Meeting

	(
	· Meeting organization
	· Organize meeting prior to event

· Schedule meeting a few days after event but do not delay

· Facilitate maximum attendance through assignment of meeting time and location
	· The meeting should be scheduled at least a few days after the event, giving traffic management team members some time to absorb what took place during the event and an opportunity to put it into perspective; however, the meeting should not be delayed too long after the event so memories of what took place remain fresh

· Scheduling considerations should include: (1) the rotating schedules of those who may attend, (2) ease of access to the meeting location, and (3) potential conflicts with other events

· On a regional level, such meetings may coincide with a regular traffic incident management team meeting  
	

	(
	· Meeting agenda
	· Ensure the meeting covers topics of interest to all participants

· Identify meeting purpose and objectives

· Develop consensus meeting agenda
	· The debriefing meeting is not designed to be a time to blame individuals or agencies for what took place during the event

· Meeting purpose involves: (1) examining what took place, (2) comparing it to what was expected to happen, (3) identifying what worked well, and (4) determining areas of improvement for future planned special events

· Agenda topics may include planning process, communications, traffic management at and outside venue site, plan revisions during event, traveler information, and perceived successes and lessons learned
	

	(
	· Identification of key successes and lessons learned
	· Encourage participants to identify what worked well

· Solicit multiple viewpoints on a particular observation

· Determine areas of improvement for future planned special events

· Record identified successes and lessons learned

· Transfer key successes and lessons learned to the next event occurrence and all planned special events in the region
	· Have participants identify what they see as key successes and lessons learned before the debriefing meeting to help facilitate meeting discussion
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	Step 4. Post-Event Report

	(
	· Report organization
	· Determine method of organizing the report

· Document planning products, actual day(s)-of-event operations, and post-event evaluation activities
	·  Report organization methods include: (1) by chronological order / timeline or (2) subject areas

· Elements of a post-event report include: (1) copy of original traffic management plan, (2) chronology of event and team activities, (3) analysis and summary of internal/external MOEs, (4) operational cost analysis and funding issues, (5) participant evaluation results, and (6) list of recommended improvements

· A post-event report represents a reference document, but may serve as a working document (manual) if it recommends a planning process
	

	(
	· Operational cost analysis
	· Examine operational cost of managing the planned special event

· Report costs by agency, task/category, and/or traffic management plan component (implementation)
	· Expenses include staffing, overtime expenses, costs of deploying equipment, equipment rental costs, additional communications expenses, and expenses for public information efforts

· Operational cost analyses may assist stakeholders in identifying potential cost-saving resource deployment strategies for the next event occurrence

· If cost share agreement exists with Event Organizer, ensure that Event Organizer is aware of estimated cost and get agreement on cost estimate well before start of planning for next event.
	

	(
	· Qualitative analysis
	· Base qualitative analysis on results of field personnel debriefing, event patron survey, and public survey if available  
	· Key topics of a qualitative evaluation include: (1) quality of pre-event information, (2) quality of day-of-event information, (3) direction provided to the event and at the venue, (4) traffic management at the site, and (5) egress from the venue
	

	(
	· Quantitative analysis
	· Analyze external measures of effectiveness and derive benefits of implementing operations strategies and applying specific resources  
	· The quantitative evaluation is very useful when conducting a cost/benefit analysis of activities for the planned special event as it serves to justify resource allocations for the next event occurrence
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