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Executive Summary

The FHWA Office of Transportation Operations sponsored a workshop on Work Zone Communications and Outreach on April 19-20, 2005 in McLean, VA .  The purpose of the workshop was to kick-off FHWA’s Focus State Initiative on work zones and, as part of this initiative, assist a select group of states in developing a framework and action plan for implementing communication and outreach strategies for their construction and maintenance projects. 

The work zone focus state initiative was developed to improve highway safety and mobility. In order to optimize the use of limited resources, it was decided that the initiative would target work zone communication and outreach. Six states were chosen as focus states:

1. Arizona

2. California

3. Montana

4. New Hampshire

5. Rhode Island

6. Wisconsin

These states were chosen based on their local FHWA Division Offices’ commitment to participate in the initiative and the state transportation agencies’ relative scores on the communication and outreach section of the 2004 work zone self assessment. In order to improve work zone outreach and communication in the focus states, FHWA set a goal for each State to select and deploy one work zone outreach strategy that is new to the State during the 2005 construction season. One representative each from State DOT and FHWA Division Office was invited to the workshop to begin developing their respective outreach strategies. 

The workshop was divided into three parts.  The first part was an introduction in which participants heard about the goals of the focus state effort, and had the opportunity to share what they are currently doing and the challenges they face.  The second part was a listening session, in which participants heard presentations on outreach strategies used for a variety of large and small projects and at the program level.  The third part was a discussion/breakout session in which participants took what they heard from the presenters and used it to begin developing an outreach framework and action plan for their own state. Each state also had the opportunity to present its strategies to the group and to obtain feedback from their peers.  

Several of the states identified surrounding businesses as the target of their outreach and communication strategies.  Tourists were also identified as a key target audience group.  The outreach frameworks and action plans developed in the workshop also included several other common elements:

· Improving safety and mobility was the primary goal across all outreach strategy frameworks.

· Four states estimated 1% of total project budget to be spent on outreach. 

· Three states identified emergency responders as a target audience.

· “Plan ahead” was a common message in the outreach strategies.

· Use of web sites and the media was considered an effective communication strategy. 

The participants left the workshop with a set of action plans for public outreach and communication on a particular project or for any project in general.  The next step will be for FHWA and its contractor to work with each State in refining their action plans, and provide technical assistance in implementing any of the strategies identified. 

Table of Contents

iExecutive Summary


1The Focus State Initiative


1Background and Overview


2Focus State Workshop


2Current State of the Practice – Work Zone Self Assessment


4Successful Work Zone Outreach and Communication Practices


5Common Findings


5Laying the Groundwork for Improvement – Breakout Sessions


5Barriers and Obstacles and How They Can Be Overcome


8Developing an Outreach Strategy Framework and Action Plan


10Next Steps and Conclusion


12Appendices


12A. Workshop Agenda


14B. Introductory Presentation


14C. Presentation Summaries


14C-1. Why Public Outreach


15C-2. Public Outreach Practices – Lessons Learned from an Informal Survey


17C-3. Springfield Interchange Project


19C-4. I-29 Project in Fargo, North Dakota


20C-5. North Carolina’s Integration of 511 and Work Zone Information


23D. Outreach Strategy and Action Plan Templates


30E. Attendance List and Contact Information





The Focus State Initiative

Background and Overview 

The idea for the work zone focus state initiative originated from the Federal Highway Administration (FHWA) 2004 Spring Business Meeting. In this meeting, the FHWA Division Administrators proposed the idea of having focus state initiatives in a variety of highway related topic areas: 

· Safety


· Mobility and Productivity: Congestion


· Mobility and Productivity: Infrastructure


· Global Connectivity


· Environment


· National Homeland Security


· Organizational Excellence

These topic areas align with FHWA’s strategic goals and consequently with the Department of Transportation’s strategic goals.

The purpose of the focus state initiatives is to help State Departments of Transportation (DOTs) and FHWA division offices focus their efforts on making improvements and advancing the state of practice in the selected areas in order to achieve FHWA’s strategic goals as well as the overall transportation goals of the Nation.  Within each area, a number of opportunities exist for improvement. For each of these opportunities, several states will serve as lead states in making improvements and acting as advocates amongst their peers to make similar improvements.  FHWA will provide support to the lead states as they develop comprehensive strategies and action plans for improving the way they do business. 

The work zone focus state initiative was developed in order to make improvements mainly in the areas of safety and congestion. In order to maximize limited resources, it was decided that the focus state initiative would target work zone communication and outreach strategies. This area of improvement was selected for a number of reasons. It was one of the several opportunities for improvement identified in the 2003 and 2004 work zone self assessments (the work self assessment is further discussed in Current State of the Practice section of this report), and the development and implementation of work zone communication and outreach strategies is an important component of the recently updated regulation on work zone safety and mobility (23 CFR Section 630, Subpart J). Furthermore, improvement of communication strategies is a low hanging fruit where the opportunity may be greatest for advancing the state-of-the-practice in the shortest amount of time at the lowest cost. Giving motorists information they can trust, and far enough in advance to make reasonable travel decisions, can reduce public dissatisfaction and improve safety and mobility.  

In order to make the work zone focus state initiative successful, a process was developed for carrying out the initiative:

1. Secure commitment from Division Administrators (DA’s)

2. Identify State participants 

3. Conduct Initiative (e.g. Workshop)

4. Obtain good ideas 

5. Develop action plan

6. Provide technical assistance

After getting the needed commitment from the DA’s, six states were chosen to participate in the work zone communications and outreach focus state initiative:

1. Arizona

2. California

3. Montana

4. New Hampshire

5. Rhode Island

6. Wisconsin

These six states were chosen based on the DA’s demonstrated willingness to participate in the initiative and the agencies’ relative scores on the communication and outreach section of the self assessment. In an effort to identify and implement improved work zone outreach and communication strategies, FHWA initially set a goal for each State to select and deploy one work zone outreach strategy that is new to the State by the end of FY05, ideally in the upcoming construction season. However, with the effort starting so close to the beginning of the 2005 summer construction season and the need for some time to implement an outreach strategy, the goal was modified to allow states to implement their strategies during the 2006 construction season. 

Focus State Workshop

In order to kick off the work zone focus state effort, a workshop was held April 19 and 20, 2005 in McLean, Virginia.  One representative from the DOT and one representative from the FHWA Division Office for each focus state were invited to the workshop. In addition to providing information to the States about the initiative, the workshop was meant to serve as a venue to allow the participants to share ideas and experiences, hear examples of what other states are doing, identify upcoming projects that require outreach, and begin developing specific strategies and action plans. The workshop also helped FHWA understand the specific needs of the States and the types of assistance that can be provided to meet those needs. 

The expected outcomes of the workshop included the following:

1. Each participant would leave armed with specific tools to help identify public information/outreach components necessary for effectively communicating roadway work zone impacts to the public and other stakeholders;

2. The development by each State/Field Office team of a vetted framework for a realistic outreach strategy and action plan for a specific project, or any work zone projects in general; 

3. Preparation of each participant to “sell” the strategy in their home state in order to obtain the support needed to implement the strategy; 

4. Development of commitment from participants to implement the strategy.

The workshop was divided into three parts (see Appendix A - Agenda).  The first part was an introduction in which participants heard about the goals of the focus state effort, and had the opportunity to share what they are currently doing and the challenges they face.  The second part was a listening session, in which participants heard presentations on outreach strategies used for a variety of large and small projects and at the program level.  The third part was a discussion/breakout session in which participants took what they heard from the presenters and used it to begin developing an outreach framework and action plan for their own state and then had the opportunity to obtain feedback on the plan from their peers.  This report documents what was heard in the presentations and the outcomes of the breakout sessions.

Each state was asked to come to the workshop with a specific project in mind. They then spent the majority of the workshop developing a framework for an outreach strategy and an action plan to implement the strategy for the project. Following the workshop, FHWA will determine how to help states implement the action through in-kind assistance and contractor support. 

Current State of the Practice – Work Zone Self Assessment

One of the first presentations in the workshop was a presentation on the Work Zone Self Assessment, given by Tracy Scriba of FHWA.  

In 2003 and 2004 FHWA asked all states to complete a work zone self assessment. As a result of the work zone self assessment, FHWA has been able to assess the current state of the practice in developing and implementing work zone communication and outreach strategies. The assessment consisted of 46 questions grouped into 6 different areas and was intended to help States (working with the FHWA division offices) to look at their own programs and determine which areas they are doing well in and which areas have room for improvement. The assessment is also used to help FHWA monitor and assess, at a national level, the work zone issues that need to be addressed. FHWA plans to continue holding the assessment annually in order to allow states to see how they are advancing from year to year in their work zone practices. 

The results of the 2004 self assessment showed that the Communication and Education section had the highest average score of 10.4 out of a possible 15, but the scores vary widely across all States.  Although this section had the highest average score, it was chosen as the target of the focus state effort because many states noted in their comments that they are still faced with communication and outreach challenges and there is still work to be done in this area. Furthermore, the areas of the self assessment with lower average scores were often areas that had a much broader focus and in many cases, no easy solution. In addition, Because this is the first attempt at the focus state effort, FHWA did not want to risk “biting off more than they could chew” and instead hoped to find success with this first effort and then perhaps duplicate the effort for some of the other self assessment areas in the future.  

Within the Communication and Education section there were some interesting findings:

· All agencies reported use of a public information plan during type I, II, and III projects to provide specific, timely project information.

· Public information plans use a variety of dissemination techniques.

· 87% of State agencies use web sites as a resource for disseminating traveler information on work zones. 

· 67% of State agencies indicated that they use Intelligent Transportation Systems (ITS) during type I, II, and III projects to collect and disseminate work zone information. However use is limited and is decided on a project-by-project basis; there are no statewide criteria to guide ITS use.

With regard to the use of web sites to provide work zone information, it was noted that some are project-specific and some are statewide. Many of the States noted in their comments the challenge that they face of keeping the sites up to date and accurate.  Some reported that they update their web site daily with construction information, and even hourly when required by maintenance conditions, while other states reported weekly or even less frequent updates. Some states have either a central process for updating their web sites or it is done through regional and district offices, while in other States construction crews have the ability to update the site, making it much easier to keep the information timely.  Regardless, it is important to note that information on a web site is meaningless unless it is both timely and accurate. Other challenges noted about web sites included:

· Often, websites are not easy to find/get to

· The Highway Department may have a web site but it does not contain work zone information

· It is difficult to determine how to best reach out of state travelers

The comments in the self assessment also indicated a number of common outreach and education strategies and distribution mechanisms used among States. These findings are illustrated in Table 1. 

Table 1 - Common Outreach/Education Strategies and Distribution Methods as Found in the Work Zone Self Assessment Comments

	Outreach/Education Strategies
	Outreach/Education Distribution Mechanisms

	· Active participant in Work Zone Awareness Week

· Committee working to develop/distribute work zone educational material

· Hold an annual work zone safety awareness conference

· Work with LTAP to offer educational programs – CDs, conferences, meetings

· Coordination with DMV on work zone education

· Hold train the trainer sessions (e.g., for police officers on basic work zone safety)

· Work with local government, businesses to minimize impacts to traffic and businesses

· Project meetings with contractors

· Work with the Governor’s Safety Council

· Partner with associations such as AGC to educate on work zone safety

· Use of work zone ITS, including installation of permanent ITS, with use during work zones
	· Web site with work zone info

· 511

· Telephone hotline

· Media – radio, TV, and newspapers

· Public service ad campaigns

· News releases/media alerts

· Working with other agencies/companies that distribute traveler info

· Use of a Fax network to distribute road/lane/ramp closure info (not in real-time)

· Highway Advisory Radio (HAR)

· Use of  Dynamic Message Signs (DMS)/Portable Changeable Message Signs (PCMS)

· Cameras to collect and disseminate information on work zone conditions to motorists and agency personnel 

· Establishing an information center to inform the public about the project, its effects, and who to contact with questions

· Hold meetings pre-construction to inform the public about construction

· Holding open house meetings when work zones change

· Mailing out newsletters to neighborhood groups when project phase/staging changes work zone traffic control

· Speak at high schools and other training functions


Successful Work Zone Outreach and Communication Practices

As noted by Roemer Alfelor, of FHWA Headquarters, in his introduction to the workshop, public outreach for work zone projects has a very powerful and necessary role. Public outreach and communication helps to:

· Provide information to the public so they can make smart travel decisions;

· Promote safety and reduce congestion/delay in and around work zones;

· Decrease public dissatisfaction with work zones; and

· Make work zones work better. 

As a result of its importance, the development of public outreach strategies is one of the key elements of the updated rule on work zone safety and mobility (23 CFR Section 630, Subpart J). More information on the final rule is available at http://www.ops.fhwa.dot.gov/wz/resources/final_rule.htm. Within the rule there is a requirement for State agencies to include a public information component in the Transportation Management Plan (TMP) for all significant projects. A significant project is defined in the rule as one that alone or in combination with other concurrent projects nearby is anticipated to cause sustained work zone impacts that are greater than what is considered tolerable based on State policy and/or engineering judgment. The public information component is meant to address communication with the public and concerned stakeholders about the project, its expected work zone impacts, and changing conditions. The rule encourages states to take a partner driven approach when developing public information strategies and to also create strategies that are scalable to a project’s needs. 

In order to help the focus states develop useful public information and communication strategies, several presenters were invited to the workshop to give presentations on outreach strategies used for projects in their state. Within the presentations, each expert offered suggestions and notable practices for developing and implementing successful communication and outreach strategies. These presentations included information such as how the project affected the public, outreach cost compared to overall project cost, barriers and obstacles faced in implementing the strategies, methods for assessing success, and lessons learned. The presentations heard included:

· Why Public Outreach (includes Caltrans TMP Effectiveness Study and Full Closure Success Stories), Tracy Scriba, FHWA 

· Public Outreach Practices: Lessons Learned from an Informal Survey, Will Mallett and Jakia Torrence, Battelle 

· Springfield Interchange Improvement Project, Steve Titunik, Virginia DOT 

· North Dakota’s Experience: I-29, Kevin Gorder, North Dakota DOT 

· North Carolina’s Integration of 511 and Work Zone Information, Jo Ann Oerter, North Carolina DOT 

Common Findings

Throughout all presentations, a number of common themes were heard, which are summarized below:

· The public is a valuable partner in helping agencies operate work zones effectively.

· Informing the public and businesses about work zone projects is important - if given the correct information to make travel decisions many people will chose to avoid the project area.

· Building trust from the public and businesses is important, even if this means answering questions that don’t directly pertain to the project. For both the Springfield, Virginia and the Fargo, North Dakota projects, the presenters noted that they are willing to answer questions even if they don’t relate to the project because doing so gives them credibility in the public’s eye. 

· Even if you hire a PR firm, there should still be a representative from the DOT to serve as the “public face” for the agency. 

· Web sites are a good way to provide project information but they are only as good as the information on them (the same goes for a 511 system).  The information must be timely and accurate. 

· People like to see pictures of the project as well as real time traffic maps. 

· The media is one of the most cost effective ways of getting out project information.

· Work closely with local businesses, if you get them on your side they can help greatly with spreading information.

· Plan ahead, the more you plan ahead the more prepared you will be when the project begins. 

Full summaries of the presentations can be found in Appendix C.  

Laying the Groundwork for Improvement – Breakout Sessions

Barriers and Obstacles and How They Can Be Overcome

Prior to listening to the various presentations of real world outreach examples, the focus state workshop participants were asked to identify barriers and obstacles to implementing work zone communication and outreach strategies. Specifically, they were asked to answer the question:

What are the general or project-specific barriers and obstacles that you face in implementing communications and outreach strategies for your work zone projects?

In a large group brainstorming session, the participants identified a number of barriers and obstacles, which were synthesized into the following list:

· Low management/leadership support for outreach funding

· Agencies are under-staffed: Outreach is not a full time job responsibility and often competes with many other projects/priorities

· Getting buy-in from all stakeholders involved in outreach. Many stakeholders may not see the value in outreach. 

· Maintaining focus on continued outreach throughout the project cycle – this is necessary in order to keep information on web sites and other materials current.

· Mistaking project advisory committees for outreach

· Conflicting target audiences (i.e., tourists versus general public)

· Reaching irregular target audiences (interstate traffic, tourism, rural areas, etc.). Brochures and other outreach mechanisms are effective when the travelers are regular commuters through the area, but these mechanisms may not work as well in rural or tourist areas.

· Inaccurate information – maintaining accuracy of information throughout the project lifecycle

Following the identification of the barriers and obstacles, the workshop participants heard presentations about successful outreach strategies. The workshop was organized in this manner to allow participants to first identify the barriers and obstacles they face, then have an opportunity to listen to others who have faced these barriers and hear how they overcame them, and then use what they heard to think of ways that they can overcome the identified barriers and obstacles. In this next breakout session, the participants were asked:

What specific strategies could be implemented to overcome the identified obstacles and improve work zone communications and outreach efforts?

The identified barriers/obstacles and strategies for overcoming them are shown in Table 2. Due to time constraints, after identifying strategies for the first two barriers/obstacles, the participants were asked to select from the remaining barriers/obstacles the greatest obstacle they might face in implementing outreach for work zones. Through a raised hand voting process, the participants selected, “Getting buy-in from all stakeholders involved in outreach” and they then identified strategies to overcome this barrier/obstacle.  The participants were asked to continue to think in their own time of strategies to overcome the remaining barriers and obstacles. 

Table 2 - Barriers/Obstacles and Strategies for Overcoming Them as Identified in the Work Zone Focus State Workshop

	Barrier/Obstacle
	Strategies for Overcoming Barriers/Obstacles

	There is often low management/leadership support for outreach funding.
	· Need agency buy-in for infrastructure that will support outreach, such as a program in a highway bill that has dedicated funding in it for outreach. 

· Make a list of specific contacts, partners, etc.

· Make the case to leadership that funding outreach is important (i.e., aspect of managing traffic)

· It is not a matter of funds not being available, it’s a matter of convincing leadership that outreach is the right place to spend the funds. The final rule is a good start but it’s tough to wrestle a pot of money away from people who have had it for 50 years.

· Re-label or “package” outreach as congestion management, incident management, etc.

· Market outreach as a percentage of total contract cost

· Gain agency buy-in and commitment to outreach, stress the use of existing 511 systems, Traveler Information Management System (TIMS), infrastructure to support outreach.

· Need top-level commitment

· Coordinate “free” partners (like media, newspapers). Make connections with the media to encourage them to provide deals such as 2 for the price of 1 for advertisements. 

· Seek out and nurture financing partnerships with organizations that will share funding.

· Consider developing State standards for funding outreach at various levels depending on size of project. (i.e., for projects of $x thousand to $y thousand, dedicate a% of project budget to outreach; for projects of $z million to $w million, dedicate b% of project budget to outreach; etc.)

· Obtain seed money from FHWA.

· Obtain specific examples of successes that can help entice management to support spending on outreach.

	Agencies are under-staffed: outreach is not a full time role and usually competes with many other projects and priorities.
	· Locate outreach staff near the project (like the Virginia Springfield Interchange store).

· Outsource some of the outreach (PR firm, etc.) to maximize your time.

· In North Dakota they realized they were understaffed so they hired a PR firm. However, Kevin Gorder of ND DOT makes the time for outreach for projects in his region because it is so valuable, but that isn’t his full time job.

· Demonstrate to management that this is a full time job to give them the incentive to find someone who can do this full time. 

· Perform a cost-benefit analysis – Develop case studies that illustrate value

· In Wisconsin they have done a lot of ITS projects where data has been collected. They haven’t calculated benefit relative to the cost, but they have found that public outreach at the beginning of the project was so good that it took 30-35% of the traffic away. A lot of states probably have pieces of data available that could help demonstrate benefit

· Treat construction in a work zone as a special event or incident and then outreach becomes part of transportation demand management strategy. With Caltrans in the 1984 Olympics they scared so many people with how bad the traffic was going to be that there wasn’t any traffic. 

	Getting buy-in from all stakeholders involved in outreach is difficult.
	· Maximize use of established stakeholder groups (such as business advisory groups).

· In Wisconsin, for the Marquette Interchange project, they had an incident management program in which stakeholders met every week.

· Clearly define what is in it for them (visualize end result).

· Use language familiar to stakeholders.

· Involve a PR firm to help identify stakeholders.

· Make stakeholders part of the solution (ex., mall in Fargo).

· Launch a marketing effort.

· Provide relevant information up front to stakeholders (keep stakeholders looking good).

· Engage/require contractors to provide a Public Information person.

· Document lessons learned for future use. If it is realized that a stakeholder group was left out for a project, then it can be documented as a lesson learned so that the agency remembers to include them in outreach for the next project. 

· Use word of mouth to reach secondary/tertiary stakeholders.

· This really worked in Fargo – having the business people talk to their business and home neighbors, as well as customers, helped to expand the outreach network. 




Developing an Outreach Strategy Framework and Action Plan

After identifying the barriers/obstacles and strategies for overcoming them, the remainder of the workshop was focused on developing the framework for an outreach strategy for each participating State. As mentioned previously, each State was asked to come with a specific project in mind for which they would use the workshop to initiate an outreach strategy. While the majority of the States in attendance did focus on a specific project, two of the States (California and Wisconsin) chose a different route. These States decided to focus on improving outreach for broader topics, rather than for one specific project. The States, their project or outreach focus, and outreach goals are shown in Table 3. 

Table 3 - Selected State Projects and Outreach Goals

	State
	Project
	Outreach Goals

	Project Specific

	Arizona
	SR 179 – Oak Creek Canyon, 2 projects, widening/new alignment of shoulder and pathways


	· Minimize disruption to businesses, get them involved in process
· Reach out to tourists/visitors – specific audience
· Facilitate construction

	Montana
	US 93 Corridor
	· Provide accurate and timely information to stakeholders

· Reduce or eliminate work zone congestion

· Enhance safety of workers, motorists, and pedestrians

	New Hampshire
	Salem-Manchester 104/8 (I-93 Reconstruction/Widening)


	· Public outreach during construction (including businesses, communities, commuters, tourists, etc.)
· Maintain public mobility
· Mitigate/minimize business inconvenience
· Provide tourism information

	Rhode Island
	Safety improvement to I-95 (from I-195 to Ind. Dr. Br.)
	· Inform motoring public when to expect lane and ramp closures (restrictions in contract)

· Coordinate with business venues in surrounding area

· Coordinate with emergency response (police, fire, hospital)

	General

	California
	Improve State TMP guidelines
	· Institutionalize/incorporate outreach framework in TMP guidelines
· Create district champions and implement winning TMPs

	Wisconsin
	Training Strategy for Regions on Traveler Information Tools and Outreach


	· Improve effectiveness of messages delivered to the public by our portable changeable message signs


Each State was asked to work in their State DOT/FHWA pair to develop a framework for their outreach strategy, identifying:

· The overall outreach goal 

· General timeframe 

· The target audience(s)

· Initial messages 

· Potential mechanisms/materials for the strategy

· Potential outreach channels/distribution opportunities

· Partners 

· Measures/indicators of effectiveness

Following the development of the framework, each State was then asked to develop an action plan for implementing the framework, identifying:

· The specific steps that need to be taken in order to implement the outreach strategy

· Timeframe 

· Resources needed

· Who needs to be involved (person/office responsible)

Each State was given a set of templates to help them shape their outreach framework and action plan. The templates are included in Appendix D. The State pairs were broken into two rooms. While each pair was asked to work on their own outreach framework and action plan, they were encouraged to work with the other State pairs to collaborate and share ideas. In addition, each room was assigned one or two presenters from earlier in the day to serve as “subject matter experts” who could answer questions as needed. 

The targeted end result of developing the framework and action for an outreach strategy was that participants would have something concrete to share with their upper management when they returned home in order to try to gain buy-in for the outreach strategy. In addition, the framework and action plan can serve as a starting point for determining what support FHWA could provide to each State once the States gained approval from management on the strategy. Participants were encouraged to use what they heard in the presentations, as well as to use example materials provided to them, to help them develop their outreach strategies and action plans. They were also encouraged to follow the recommendation that in order to adequately spread the outreach messages, the target audience should hear the message at least 7 times from at least 3 different products (web sites, brochures, radio announcements, etc.) 

As can be seen in Table 3, three of the four States that focused on a specific project included the goal of reaching out to and coordinating with surrounding businesses. This point was strongly stressed during the presentations in the earlier part of the day. Gaining the support of surrounding businesses can help improve traffic flow through the work zone (if businesses agree to change delivery schedules or communicate to customers new traffic patterns) and can help spread the word about the project through various business groups and through word of mouth from businesses to customers. In addition to focusing on the surrounding business aspect, two of the four project-specific states noted the goal of reaching out to tourists.  As noted in the barrier and obstacles session, it is easy to reach out to commuters who travel through the work zone area on a daily business, but it is more difficult to inform tourists or infrequent visitors. One suggestion heard during the workshop was using local hotels along the corridor where the project is going to be located to help spread the message about the project.  

Other commonalities seen among the frameworks and action plans included:

· Improving safety and mobility was a common theme across all outreach strategy frameworks.

· Four of the six states chose to allocate 1% of total project budget to outreach (the other two states did not indicate a percentage). This seemed to be a common thread among the presentations earlier in the day. 

· Three of the six states indicated that emergency responders would be included in the target audience.

· “Plan ahead” was a common message, indicated in several different forms, throughout the strategy frameworks.

· Use of web sites and the media was seen in four of the six strategy frameworks

After spending time developing the framework and action plan, each State was asked to share what they had come up with in front of the large group, identifying the:

· Goal of the Plan

· Target Audience

· Key Messages

· Materials/Outreach Mechanisms

· Distribution Opportunities

· General Timeline

· General Sense of Cost

The participants were given the following scenario and asked to present as if they were in this scenario:

There is a pre-kickoff meeting tomorrow at 10am for your project.  Many of the key stakeholders you need for your outreach strategy to be a success will be there, including a couple of reporters who are curious about the project.

This is your chance to engage them early on in the success of your outreach.  You know you can’t do it alone and you need them to buy-in to helping you in some way.  

The participants were told that their goal in presenting was to make the stakeholders aware that there will be an outreach strategy, giving them a general sense of how it might shape up, and soliciting their general willingness to help out when the time comes.  They were also told to listen closely to the other presentations and offer suggestions or ask questions to help each State improve upon their outreach strategy. 

Next Steps and Conclusion

After presenting their outreach strategy frameworks and action plans, the participants were told not to consider their framework and action plan complete. The workshop was meant to get them started so they could return home and hit the ground running. However, the workshop did not allow nearly enough time to work on the outreach strategy and each participant was asked that they continue to work on it when they return home. Each participant was given a copy of all the materials they had worked on during the two days, and within several days following the workshop, the participants were emailed electronic versions of all templates, populated with the information they had filled out so that they could continue refining and adding to their strategies and action plans. 

In closing the workshop, Roemer Alfelor stated that he was happy with the outcome of the workshop and thanked everyone, including the presenters for their time. He noted that this workshop was only the beginning of the focus state initiative. The next step now is to make the outreach strategy a reality for each State. This is indicated in Table 4, which shows a high level overview of the next steps. 

Table 4 - Outreach Strategy Next Steps and Timeframe for Completing Next Steps

	Next Steps
	Timeframe

	1. Each State returns home and further refines outreach strategy framework and action plan
	Through mid-May 2005

	2. Teleconference with each State (individually) to discuss framework and action plan
	Late May 2005

	3. Finalization of framework and action plan
	End of June 2005

	4. Gain approval/commitment from management
	End of July 2005

	5. Identify where FHWA can help support implementation of outreach strategy
	Mid August 2005

	6. Begin implementation of outreach strategy

a. Develop messages

b. Develop products

c. Distribution of products/messages
	August 2005 - April 2006 and beyond


SAIC has been contracted to help each State further develop their outreach strategy and then to support implementation of the strategy. This support may include developing one or two print material(s) for each State, reviewing and offering comments on a project web site, and other support to be determined. This follow up support is meant to occur within the period through April 2006. It is envisioned that monthly teleconferences will be held with each State to help keep up momentum and track and resolve issues, brainstorm additional actions, and just discuss how things are going in general. 

It was suggested at the conclusion of the workshop that it might be a good idea to hold another workshop/meeting one year from now to discuss lessons learned, accomplishments, needs for improvement and to evaluate the success of the various outreach strategies. In doing so, this may help to begin to identify measures of effectiveness and begin quantifying benefits and costs of various outreach strategies. This can help other States, aside from the focus states, as they move forward in improving communication and outreach for work zone projects. 

Appendices

A. Workshop Agenda

	

Work Zone Focus State Initiative Workshop

April 19-20, 2005

McLean, VA

Facilitator: April Armstrong, SAIC

Recorder: Jennifer Seplow, SAIC



	April 19, 2005

8:00 am – 4:30 pm

	8:00 – 8:30
	Registration/Breakfast
	

	8:30 – 8:45
	Welcome and Introductions


	Regina McElroy, FHWA

Roemer Alfelor, FHWA

 

	8:45 – 9:15
	Work Zone Self-Assessment/Why Public Outreach?


	Tracy Scriba, FHWA

	9:15 – 9:20
	Overview of an Outreach Strategy
	Jennifer Seplow/April Armstrong, SAIC

	9:20 – 10:00
	Work Zone Communication and Outreach Strategies - Barriers and Obstacles

-What are the general or project-specific barriers and obstacles that you face in implementing communications and outreach strategies for your work zone projects—you may apply this to one particular project you are facing or to WZ projects in general in your state.


	Large Group



	10:00 – 10:15
	Break
	

	Listening Session

	10:15 – 10:45
	Public Outreach Practices – Lessons Learned from an Informal Survey

.
	Will Mallett/Jakia Torrence, Battelle



	10:45 – 11:15
	Springfield Interchange Improvement Project – Virginia 


	Steven Titunik, Communications Director, VDOT Springfield Interchange Project

	11:15 – 11:45
	I-29 Project – Fargo, North Dakota
	Kevin Gorder, ND DOT



	11:45 – 12:45
	LUNCH
	

	12:45 –1:15
	511 for Work Zone Information – North Carolina 
	Jo Ann Oerter, NC DOT



	Discussion/Breakout Session

	1:15 – 2:15
	Laying the Groundwork:  Strategies for Overcoming Obstacles

-What strategies could be implemented to overcome the identified obstacles and improve WZ communications and outreach efforts?


	Breakout Groups



	2:15 – 2:30
	Break
	

	2:30 – 4:30
	Development of the Framework for an Outreach Strategy AND an Action Plan to implement the Outreach Strategy

 
	Breakout Groups



	April 20, 2005

8:00 am – 11:35 am

	8:00 – 8:30
	Sign-In/Breakfast
	

	8:30 – 9:30
	Development of the Framework for an Outreach Strategy AND an Action Plan to implement the Outreach Strategy (cont)
	Breakout Groups

	9:30 – 9:40
	Break
	

	9:40 – 10:00
	Finalization of Action Plans and Preparation to Present
	State/Field Office Groups

	10:00 – 11:30
	Sharing and Peer-Review of Action Plans
	Large Group

	11:30-11:35
	Summary and Conclusion


	Roemer Alfelor, FHWA




B. Introductory Presentation 

See http://www.ops.fhwa.dot.gov/wz/publicinfostrategies.htm for the PowerPoint presentation.

C. Presentation Summaries

The PowerPoint presentations that were used are available on the Work Zone Web Site – http://www.ops.fhwa.dot.gov/wz/publicinfostrategies.htm

C-1. Why Public Outreach 

Caltrans TMP Effectiveness Study

Caltrans develops Transportation Management Plans (TMPs) to different degrees based on estimated impact type and magnitude of projects implemented.  In order to determine which TMP strategies were most effective, Caltrans did a study, looking at six TMP strategies:

· Public Information

· Motorist Information

· Incident Management

· Construction Studies

· Demand Management

· Alternate Routes

Caltrans found public information strategies to be the most effective, more so in urban areas, but also in rural areas.  Public information strategies often provide the most “bang for the buck,” meaning that the benefits of such strategies far outweigh the costs.   Benefit/Cost analyses were performed as part of the study and the results showed that several strategies, such as media coverage, had little or no cost. 

Lessons learned from the study included: 

· Newspapers and TV news spots are effective ways of building public awareness. 


· Media coverage usually comes at no cost for major projects.


· Using advance signage before decision points and on weeks and weekends preceding the project is important.

· The upfront dollars spent on brochures, ads, flyers, etc. have a high return on investment.

· Construction strategies are also very effective.

· Lane requirement charts should be adhered to. 

· Lanes should be kept open whenever possible. Recommendations include narrowing lane widths or using shoulders during peak travel times.
Full Closure Success Stories

In 2003, FHWA conducted a study that looked at six sites (in Oregon, Kentucky, Michigan, Ohio, Washington, and Delaware) using full road closures to reduce project duration and expedite completion.  Each project studied used extensive public outreach and it was found that the public outreach was the key factor for several of the sites in the success of their full closure projects.  All of the projects reported positive public sentiment and 2 projects received no complaints. In addition, all sites noted reduced impacts to travelers and less congestion on alternate routes than expected. 

Through strong emphasis on public outreach, the Delaware DOT found success during the full closure of I-95 near Wilmington. They used ads in local newspapers and attended numerous outreach events and public meetings. They also created a “Survival Guide” to help drivers through the construction area and special bus routes, known as “Expresso” routes. Coupons for free coffee were given to riders to encourage use of these bus routes. DelDOT also created a colorful character known as the “Traffic Creep.” This character attended public events and encouraged travelers to “beat the creep” by taking alternate routes and using carpools and transit.

DelDOT’s public outreach efforts led to a lack of congestion on the day the full closure began, completely shocking the media. 

The full closure study also found that mitigating business impacts is an important component to outreach and communication strategies. While an implementing agency may not always be able to solve all the problems, they should consider business impacts early on in the process and work with businesses to adequately communicate the potential impacts. Some examples of doing so are as follows:

The Ohio Department of Transportation (ODOT) has used the Full Road Closure approach on several occasions to eliminate the mobility and safety impacts that would normally accompany traditional part-width construction and reduce overall construction exposure while maintaining quality.  The study found that for one project, ODOT created a brochure for the public that guided them on how to get to businesses whose entrances were effected by the full closure.  This brochure proved to be effective in not only helping travelers, but keeping the businesses happy during the full closure period. 

In Detroit, Michigan a full closure interrupted the traffic flow to one of three local casinos. There was concern that the other two casinos would get more business due to the blockage from construction, so signs were put up directing people to the affected casino.  As a result, concerns surfaced that the other two casinos were going to lose business because they didn’t have similar signs, so MDOT installed signs for all 3 casinos.  

These successful full closure projects illustrate the many benefits of using public outreach both in advance of and during a project. Public outreach is not only important to the traveling public, but also to businesses near the project. If motorists have enough meaningful and accurate information, it is likely that they will avoid the area once the project begins.

C-2. Public Outreach Practices – Lessons Learned from an Informal Survey

As part of an effort to document successful public outreach practices and highlight lessons learned, Battelle, under contract to FHWA, conducted a scan of approximately 30 construction projects in approximately 25 states to learn about the outreach strategies used.  The scan documented information on the duration and location of the work zone and the public outreach strategies that were implemented as directly related to travel through the work zone (vs. outreach related to the project itself). The outcome of the scan will be used in the writing of a public outreach guidance document meant to assist practitioners with the implementation of the revised rule on work zone safety and mobility. 

The scan found that there are several key elements to conducting effective outreach:

· Plan ahead and continue to plan during the project

· Recognize that outreach needs may differ depending on the project

· Collect as much information as possible. 

· Use all available resources

· Recognize that there are many different audiences

· Use a variety of messages

· Use many different methods of communication

· Timing is important

The scan highlighted the need for an adequate outreach plan, documenting needs, resources, partners, audiences, messages, communication methods, communication timing, and evaluation. Examples of outreach plans from various states were given to workshop participants. The scan also found that outreach needs will differ depending on the scale and nature of the project, including:

· The facilities affected and the duration that they will be affected.

· The amount of delay and anticipated safety problems.

· Special conditions such as heavy truck traffic and weather.

· Disruptions of other modes; e.g. airport traffic.

· If the project is on an evacuation/hazmat route.

· The number and location of emergency responders affected (hospitals, fire stations, military).

· The number and location of businesses and residents affected.

· The number and location of planned special events affected.

When collecting information, agencies can use resources within the agency, analytical tools such as QuickZone, surveys to learn more about travel patterns, and community meetings. Collecting information may be an ongoing effort throughout the project in order to ensure that all information disseminated is meeting traveler and business needs. In terms of using available resources to conduct outreach, this may include in-house expertise, public relations firms, existing technology and ITS, and by partnering (with other State and local agencies, elected officials, major employers, transportation management and business associations, neighborhood associations, traveler information providers, and planned special events coordinators).  With regard to audience types, the presentation highlighted several different audience groups:

· Types of travelers

· Pre-trip, enroute

· Personal (commute, non-commute, long distance)

· Commercial (local, long distance truck drivers)

· Types of attractors

· Major employers, malls, business districts, other modes, planned special events

· Types of people

· Residents, workers, small business owners, limited English, elderly, children 

The presentation also identified several message themes that are important to use in work zone public outreach:

· Safety first

· Workers, motorists, others

· How to minimize delay and frustration

· Work zone details

· Travel times and delays

· Alternatives (mode, route, timing, destination)

· We care

· Public acceptance

· Building trust

· Relationship building

The presentation also stressed the importance of using many different kinds of communication. Numerous methods were mentioned and can be found in the presentation in Appendix D of this report.  However, the methods can be summarized as follows:

· Web sites (e.g. Katy Freeway www.katyfreeway.org) – may include camera images and email alerts

· Printed flyers, brochures, newsletters, door tags 

· Dynamic Message Signs (e.g. Central Arkansas)

· Mass media

· Free (“earned media”)  (e.g. I-64 in Louisville, KY)

· Paid Advertising (e.g. I-64, Upgrade I-74 in Peoria)

· Press kit (e.g. Upgrade I-74)

· Maps

· Web-based (e.g. I-95 New Haven, www.i95newhaven.com/flash/improvements.html)

· Printed (e.g. Dallas High Five)

· Direct Mail (e.g. Mission Street newsletter)

· Project hotline (e.g. Upgrade I-74 at 1-866-I74-NEWS)

· Business survival kit (e.g. www.i235.com/business_kit.htm)

· Information kiosk center (e.g. Springfield Interchange)

· Branding (e.g. Upgrade I-74, www.upgrade74.com) – using a common logo or theme to tie all materials together

One of the primary methods noted was the use of project web sites. Web sites can provide useful traveler information and assist with travel demand management by allowing users to change their trip start time or find an alternate route to their destination based on traffic reports seen on the web site.  As part of the scan, several project web sites were analyzed, including the Katy Freeway reconstruction in Texas, the I-235 reconstruction project in Iowa, the upgrade project on I-74 in Illinois, and the I-95 improvement project in New Haven, Connecticut.  The type of information provided via web sites was analyzed, along with format and content.  Some of the key items found on the analyzed web sites included: 

· Email alerts to notify subscribers of project changes. 

· It is important to note that the quality of the emails is important, the information must be accurate and from a trusted source.  

· The scan found that some of the information included in emails may come from transportation management centers.

· One of the presenters in attendance noted that in North Carolina, the public has the ability to provides information, which is verified before it is sent out.  The North Carolina DOT also meets with the highway patrol to stress the importance of collecting real time information and getting that information out. 

· Last update dates – pages with last update dates inform users of the timeliness of the information.

· A business survival kit, meant to help businesses “survive” during the project. (This can be found on the I-235 web site).

· A press kit with all of the information that the media needs to help get the word out about the project.

The scan also found that credibility of information on web sites is important, even if it’s information residing on another web site. Many sites have links that take users to other sites, but users may not trust that information so in many cases, it is best to try to keep all information on the project web site. In addition, it was found that when project is completed, it’s a good idea to put something on the web site that indicates that the project is done. This relates to the key outreach element that timing is important. For all outreach materials, it is important that the materials provide information before the project starts (general details, where to go for information), during the project (specific, timely information), and lets the public know that the project has been completed.

Following the presentation, one attendee asked about the benefits of giving out items such as key chains or pencils and wondered if the perception might be that the State is just throwing away money on these items since most people never use them.  Another attendee agreed, stating that they tried something similar to this in New Hampshire and the media highlighted it as a poor way of spending money. The scan did not provide any insight as to this, but it was noted that these items are usually very cheap, even if they aren’t the most effective. These types of items might work initially when the project first starts and may help to raise awareness, but their effectiveness will likely wear off after a while.  It was suggested that more research be performed on this. 
C-3. Springfield Interchange Project

The Springfield Interchange reconstruction project is a 700 million dollar project in Northern Virginia, being undertaken to improve traffic flow in the interchange, which is the point of intersection for three major freeways including I-95, I-395 and I-495. Because of the magnitude of the project and the number of drivers affected, the Virginia Department of Transportation (VDOT) is using extensive public outreach and communication techniques. Of the total project budget, about one percent (six to 7 million dollars) is allocated to communication and outreach strategies.

Throughout the presentation, several notable outreach materials or mechanisms were described:

· Project “store”

· Relationship with the media

· Project web site (www.springfieldinterchange.com)

· Attendance at community meetings

· Detour map

· Children’s activity book

· Teen driver’s guide

· Branding

One of the most notable outreach mechanisms a project “store”, operated out of the Springfield Mall, where motorists have access to maps, live construction cameras, 3-D models, and other information.  The store is open six days a week and is often the location of school field trips and association outings. VDOT is currently working on a mobile version of the store, which will be reused for other projects once the Springfield Interchange is completed.  The store allows people come in and complain about things, often times unrelated to the project. However, it was noted that this is a good thing because as an agency, if you can do something good for the public then they will have faith in the agency. The store also has toys and games to occupy kids’ time so parents can come in and have time to learn about the project. The store is good if the location is geographically consistent to where the project is. 
In addition to the store, VDOT has developed a close relationship with the news media and also meets with community groups and attends community functions to get the word out about the project. The news media is perhaps the best no or low-cost outreach mechanism. Attendees were encouraged to treat all news media the same, whether they are a large national paper or a small community paper, as it is important to build relationships with the people who get the information out to the public. 

VDOT has found that the store and strong community relationships, along with the project web site, and the dedicated full-time staff, have been most beneficial to project stakeholders. In terms of the project web site, attendees once again heard that a web site is only as good as its information. Even if the site points to information on another site, if that information is bad then users will not trust your web site. The presenter, Steve Titunik, stated that the Springfield Interchange web site is updated hourly if necessary, from his home, using information he receives through his telephone. In addition, everything in the store can be found on the web site. In terms of the full time staff, four people are on staff for the communication portion of the Springfield Interchange project. Mr. Titunik noted that while using a PR firm or advertising agency is good for helping you to develop the message and print materials, they will not be able to disseminate your message in the same way you can. 

Several other outreach materials were noted, including the development of map to show people that they don’t always have to go through Springfield to get to where they want to go. Through grant money, VDOT was able to package the map in a plastic cover to make it more durable. Other materials include a children’s activity book that included information about the project and a teen driver’s guide to help young drivers navigate through the project area.  The presenter, Steve Titunik, noted that each year he presents a public outreach project to his superiors and then gets $25,000 to $30,000 to do the project. The activity book and teen driver’s guide were two of these projects.  The importance of branding was also noted in the presentation. Mr. Titunik noted that he always wears a shirt with the Springfield Interchange logo and often when he is in public, someone will see it and ask questions, giving an easy opportunity to talk and inform about the project. 

Since the project started, the project location has experienced three to four incidents a day. VDOT has found that it is important to have a communication and outreach representative on site so that they can know the status of activity in the project area at all times. Mr. Titunik noted that he is on call at all times, and may get called out to the work site in the middle of the night when an incident occurs so that he can be there to handle interaction with the media.  

Throughout the presentation, the importance of working with State police, fire and rescue was stressed. In addition, Mr. Titunik offered the names of two people could help spread the word about construction projects through the American Automobile Association (AAA) and the American Trucking Association:

· Doyle Kirkland, National AAA, for Interstate projects he can get the information out to all AAA members

· Mike Russell, American Trucking Association, can get information out to truckers

Mr. Titunik stressed the importance of working with the public in order to get them to embrace you. It is important to always meet with community groups when they invite you to speak, even if it’s not the most convenient time, as this will help to build relationships with these groups.  It’s also important to work with businesses and get them on your side so that they can help spread the word about the project. While news media can be adversarial when it comes to a project that has great impacts on the community, it is important to turn negative situations around and let people know that you are a member of the community and want to help them. 
C-4. I-29 Project in Fargo, North Dakota

The I-29 Project in Fargo, North Dakota is a 130 million dollar project to reconstruct 1-29 through Fargo. The project expands over eight miles and includes replacing interchanges and building new underpasses and lengthening the railroad separation. The project area includes one of four major north south routes in Fargo, with a regional shopping center along the corridor, and has affected almost everyone in the area. As a result of the public impacts of the project, the North Dakota DOT (NDDOT) has taken on a significant public outreach effort.  Outreach mechanisms and materials include:

· Partnership with media

· Radio ads

· Partnership with business advisory group

· Leave behinds

· Web site (www. I29fargo.com)

· Requiring contractor to provide a PR person

· Providing contact information

The overall goal of outreach for the project is to reduce crashes and inform the public of travel interruptions. NDDOT will spend $380,000 over four years on outreach which is primarily targeted to roadway users. Of this amount, NDDOT spends approximately $80,000 per year to do press releases, maintain the web site, do press conferences, and attend meetings and ribbon cutting ceremonies.

For this project, the biggest obstacle faced was changing the mindset that construction was going to be horrible and life altering. In order to change this mindset, NDDOT focused on public education so that the public and businesses were aware of what was going on. 

NDDOT began with a small public relations office, employing two people, but they were not trained to do the outreach that needed to be done for this project and they were too far away from the project location to be effective. So, NDDOT decided to hire a PR firm to work with the media, serving primarily to filter out the engineering lingo to create press releases that make sense to the public. However, even with the PR firm, the presenter, Kevin Gorder, still plays a large role in public outreach and serves as a face for NDDOT. However, the PR firm has assisted greatly, such as for example when NDDOT had to unexpectedly shut down a bridge, the PR firm helped get the information out and quickly clear the road. Furthermore, in 2000, when there was no PR firm involved, the project had 42 crashes; however in 2001, when the PR firm was on board, there were only 19 crashes.  One citizen provided feedback that the PR firm was the best money spent on the project. 

One of the first steps of public outreach for the project was to do a media tour, in which Mr. Gorder and representatives from the PR firm went to all media outlets and sat and talked with them, answering questions and generally making them feel comfortable about the project so that they could get the correct information out to the public. Aside from the media tour, NDDOT also used the media by purchasing advertising in newspapers and did radio ads during peak commuting times. Spending on advertising has been about $20,000 per year over the past three years. However, in some cases, they were able to get one free ad for every two purchased. 

Mr. Gorder stressed the importance of building partnerships. For example, a billboard advertising the project showed the Associated General Contractors of America (AGC) logo, emphasizing the partnership between the DOT and the AGC. Other partnerships included those with business advisory groups. In the Fargo case, the CEO of the mall that was along the project corridor was part of the local business advisory group. In order to perform the road work, the main entrance to the mall needed to be closed for three months. By working together with the CEO to allow him to pick the time to close the entrance, the process went smoothly.  The mall chose to do a $19 million reconstruction at the same time the construction was taking place in front of the mall. 

The partnership with the business advisory group also helped businesses in the area plan for construction. In addition, emergency responders were invited to meetings of the group so that they could plan for the construction and rearrange their travel routes. In the end, the businesses that were part of the group helped to reinforce the positive message about the project. 

In addition to partnerships, NDDOT uses “leave behinds” to get information out to the public. These are small pieces of paper with project information and a map. They have proven to be so popular that businesses have made their own copies to hand out, meaning that NDDOT no longer has to pay to print them. It is possible that in the future, in addition to leave behinds, NDDOT may try stuffing informational notes about the project  in payroll checks in local businesses.

NDDOT also developed a project web site, which is updated by the PR firm. The site includes live webcams of the project, as well as project pictures, and a link to provide feedback. The emails sent through this link go to Mr. Gorder, his boss, and the PR firm. From web statistics, NDDOT has been able to tell that people are bookmarking the live webcam web page or using it as their main entrance page in their web browsers. 

Mr. Gorder informed the attendees that NDDOT includes a note in their plans that require the contractor to provide a public information person. This person cannot be involved with construction or be the superintendent, he must be dedicated to PR.  The main point of the job is to focus on relations with businesses, rather than the general public. There is no bid item for this, however. 

Finally, Mr. Gorder stressed the importance of always being ready and prepared with information. He noted that whenever he goes to meetings he carries a book that includes information detour routes, business phone numbers, and contact names.  It is important to provide the public with contact names and information so that the public calls NDDOT and not the media.  However, Mr. Gorder noted that in the case of the I-29 project, they put enough information out that they actually got very few calls. 

C-5. North Carolina’s Integration of 511 and Work Zone Information


The North Carolina Department of Transportation (NCDOT) recently implemented a statewide 511 system to provide the public with advanced traveler information.  The system is meant to integrate the many separate traveler information services within North Carolina. The highway information within the system is provided through NCDOT’s Traveler Information Management System (TIMS). 

As the 511 system can serve as a strong source for disseminating work zone information, NCDOT is now currently working to do so within its system.  NCDOT recently deployed several smart work zone systems to monitor traffic mobility and provide real-time traveler information on and around affected highways.  They are now currently working to integrate the information from these systems into the statewide 511 system. 

NCDOT currently gets work zone information from various sources:

· Real Time:

· Construction/Maintenance Personnel

· TMC personnel

· Incident Management Assistance Patrols

· Smart work zones (under development)

· Static:

· Construction/Maintenance Personnel

· TMC personnel

This information is being integrated in a database and web site to allow it to be disseminated to HAR systems, the 511 system, media feeds, dynamic message signs, and any additional ways they may be able to get information out to the public. NCDOT recently implemented kiosks at welcome centers and rest areas so people can get construction information there as they travel through the State. In addition, they offer a free service to send information to pagers, blackberries and cell phones. 

The presenter, Jo Ann Oerter, described the US-1 project as a specific example of the use of 511 in work zones. This is a project on a heavily congested four lane divided roadway that serves as a major arterial into Raleigh from the south. The goals of the project are to widen the roadway and install ITS with minimal disruption and to provide real time information about the project to the public. The majority of the work on this project is done at night, however, unexpected congestion has occurred during the day due to people trying to get a look at the project site. 

In order to get information to the public about the project, NCDOT is using:

· Dynamic message signs

· A dedicated web site

· 511

· Media 

· Public workshops

Through 511, NCDOT is providing information such as the area of closure, begin and end times, the severity of impact, and detour information if available. Functionality to provide travel times and delay is currently under development. Information is entered into the system through field personnel and contractors as well as through smart workzone technologies. There have not been any issues so far with contractors inputting information, most likely because the type of information in the system reflects on the contractor so good information brings a positive image. NCDOT is currently considering requiring in the TMP that the contractor input information into 511. 

It was asked how NCDOT can be sure that information is inputted uniformly into the system, especially since contractors might have different perspective of what that message should be versus what the agency thinks it should be. Ms. Oerter stated that they have developed a training manual that they give to everyone involved with inputting information. Furthermore, most of the input interface is drop down menus, which eliminates free text inputs. 

In order to get people to use 511, NCDOT is trying to use slogans that people can relate to. For example, April is “Reduce Stress Month” so the marketing slogan for the month is “Use 511 to reduce stress.”  NCDOT is tracking how many people are using the 511 system for work zone information through the use of a live operator (from a full time TMC) for the US-1 project and through a feedback area of the web site. Through this feedback they have learned that people do take alternative routes as a result of the information they receive through the system. NCDOT has received numerous comments from the web site about work zone information on 511 and often tries to modify the system based on these comments.  Beyond just tracking how many people are using the system for work zone information, NCDOT is also tracking where the callers are coming from and has found that 26% of the calls have come from out of state, from every state as well as Puerto Rico and 3 Canadian provinces.

Some of the obstacles faced in using 511 for work zone information are:

· Keeping information real time

· Dual entries into the NCDOT Travel  Information Management System (TIMS), with the risk of providing conflicting information between the web site and the 511 system

Solutions to these obstacles include working with field forces and contractors ahead of time to define expectations and provide training and to provide better quality control over the system.  


Successes that have been realized include:

· The system is easily accessible; people can call in at any time to get work zone information.

· Communication and defining of expectations among all involved.

· Advanced marketing through media, flyers, tray liners, brochures, etc.

· Training and making sure everyone knows how to use the system and input information

NCDOT has also developed several lessons learned that can help as they move along in the 511 effort and can also help other States as they begin to use 511 for work zone information. One of the most important lessons learned is the need to include all stakeholders from the start. NCDOT realized that there were some stakeholders that they did not include, such as local organizations, who could have provided valuable resources. One way that this issue could have been resolved was to bring in an external PR firm to help define the stakeholder group early on. 

Another lesson to keep in mind is that 511 is an excellent resource but it is only as good as the data within it. Data must be kept current, which can be done through working with partners and making sure everyone is trained on how to input information in the system. Data must also be reliable and accurate, which can be done through a strong quality control process. 

NCDOT is currently working on more marketing of 511. They are looking into having phone or gas cards with the 511 logo on them. These cards are something that people will pull out to use and have to look at repeatedly. When it comes to marketing, it is important to make use of something that is used repeatedly. 

D. Outreach Strategy and Action Plan Templates

Sample Outreach Framework Template

	Project Name (if this is project specific): 



	Project Timeframe:



	Timeframe for Outreach Strategy:

	Outreach Goal (s): 



	Who Needs to be Involved (Partners, Stakeholders, etc.):



	General Outreach Budget Expectation: ___________________________

% of Outreach Budget to Overall Project Budget: ________________________

          

	Target Audience (may be one or more target audience groups)
	Initial Messages
	Expected Outreach Products
	Outreach Channels/Distribution Opportunities

	
	
	
	

	
	
	
	


Sample Outreach Strategy Target Audiences and Messages Template

	Audience Type
	Desired Response Resulting from Communication Plan/Outreach Strategy
	Messages

	
	
	

	
	
	

	
	
	


Sample Evaluation/Measures of Effectiveness Template
Timeframe for Outreach Evaluation (may be more than one point in time):

	Outreach Goal
	Effectiveness Measure(s)
	Measurement Tool (s)

	
	
	

	
	
	

	
	
	


Sample Product Development Template 

Product Type: _________________________________________


	Target Audience
	

	Goal of Product 
	

	Content
	· Attention-Getter:  Why is this message important?





· Core message:









· Where to go to get more information:





	Initial Distribution Ideas 

	


Sample Distribution Channels Template

	Product
	Distribution Channel/Opportunity
	Deadline/Special Requirements

	
	
	

	
	
	

	
	
	


Sample Distribution Channel Action Plan

	Ref #
	Distribution Channel/Location (if applicable)
	Target Date
	Cost
	Outreach Product

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Sample Outreach Strategy Action Plan

	Priority
	Task Description
	Target Date
	Resource Allocation
	Commitment (or POC)

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


E. Attendance List and Contact Information

Participants

	First Name
	Last Name
	Organization
	Email
	Phone

	Bill
	Fogarty
	Montana DOT
	wfogarty@mt.gov
	406-494-9635

	Paul
	Hurst
	Arizona DOT
	PHurst@azdot.gov
	602-712-8544

	Ted
	Kitsis
	New Hampshire DOT
	tkitsis@dot.state.nh.us
	603-271-2571

	David 
	Lively
	California DOT
	david_lively@dot.ca.gov
	916-653-4575

	Tom
	Notbohm
	Wisconsin DOT
	thomas.notbohm@dot.state.wi.us
	608-266-0982

	John
	Pilkington
	Rhode Island DOT
	jpilkin@dot.state.ri.us
	401-222-2468 x 4318

	John 
	Berg
	FHWA – Wisconsin Division
	John.Berg@fhwa.dot.gov
	608-829-7515

	Gabe
	Brazao
	FHWA – Rhode Island Division
	Gabriel.Brazao@fhwa.dot.gov
	401-528-4551

	Marty
	Calawa
	FHWA – New Hampshire Division
	Martin.Calawa@fhwa.dot.gov
	603-228-3057 x108

	Karen 
	Croysdale
	FHWA – Arizona Division
	Karen.Croysdale@fhwa.dot.gov
	602-379-3645 x125

	Ken
	Kochevar
	FHWA – California Division
	Ken.Kochevar@fhwa.dot.gov
	916-498-5853

	Mark
	Zitzka
	FHWA – Montana Division
	Mark.Zitzka@fhwa.dot.gov
	406-449-5302 x234


Presenters

	First Name
	Last Name
	Organization
	Email
	Phone

	Kevin
	Gorder
	North Dakota DOT
	kgorder@state.nd.us
	701-239-8974

	Will
	Mallett
	Battelle
	MalletW@battelle.org
	202-646-7789

	Jo Ann
	Oerter
	North Carolina DOT
	joerter@dot.state.nc.us
	919-233-9331

	Steve
	Titunik
	Virginia DOT
	Steven.Titunik@VDOT.Virginia.gov
	703-383-2530

	Jakia
	Torrence
	Battelle
	TorrenceJ@battelle.org
	202-646-5258


FHWA Headquarters and Resource Center

	First Name
	Last Name
	Organization
	Email
	Phone

	Roemer
	Alfelor
	FHWA HQ
	Roemer.Alfelor@fhwa.dot.gov
	202-366-9242

	Emiliano
	Lopez
	FHWA Resource Center
	Emiliano.Lopez@fhwa.dot.gov
	410-962-0116

	Regina
	McElroy
	FHWA HQ
	Regina.Mcelroy@fhwa.dot.gov
	202-366-9216

	Tracy
	Scriba
	FHWA HQ
	Tracy.Scriba@fhwa.dot.gov
	202-366-0855


Facilitators

	First Name
	Last Name
	Organization
	Email
	Phone

	April
	Armstrong
	SAIC
	April.H.Armstrong@saic.com
	703-676-6782

	Tim
	Luttrell
	SAIC
	Timothy.B.Luttrell@saic.com
	865-481-2921

	Jennifer
	Seplow
	SAIC
	Jennifer.E.Seplow@saic.com
	703-676-6849
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