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Executive Summary 1

EXECUTIVE SUMMARY

With congestion levels continuing to rise on our nation's roadways, and limited funding for
capacity enhancements, safety programs and trandt operations, it is important for cities in
metropolitan areas to maximize the vaue of ther transportation invetments. One way of doing
this is by having locd trangportation policies, programs, projects and the ddivery of
trangportation services in complete aignment with both regional and community goas.

The primary purpose of this report is to help prepare the municipa transportation professond to
better understand the linkage between transportation systems and planning & the regiond and
loca levels, and the affects that nationd transportation policy has on loca trangportation
decisons. The importance of public trangportation marketing Strategies and of leading change
effectively isalso discussed. The focus of thisreport is San Jose, Cdifornia

The report consgts of four chapters. The firgt chapter focuses on the linkage between regiond
and community goas. The second chapter describes how trangportation services provided by the
City of San Jose dign to these gods. The third chapter discusses the importance of marketing
public transportation services, and the find chapter reviews effective change management
principles.

Beginning with the regiond leve, the role the Metropolitan Transportation Commission plays
with the federd government, with the State of Cdifornia and with its planning area (the nine-
county region of the San Francisco Bay Ared) is described. Core drategic goals, developed by
the Commisson, dign with naiond planning factors contained in current federa transportation
legidation, referred to as the Trangportation Efficiency Act for the 21% Century. Working in
partnership with city and county officids and public trangt operators, the Commisson develops
a Regiond Transportation Plan. The primary purpose of the Regionad Transportation Plan is to
provide a detalled set of drategies to build, manage and improve al surface transportation
sysdems in the grester San Francisco Bay Area. The regiona planning document is updated
through an extensve public outreach process every three years. The transportation system
improvements recommended in the plan dign to the draegic gods edablished by the
Commission.

Each of the nine counties and trangt operators within the Commisson’'s planning area develop
and submit their priority trangportation projects and programs to be considered for Regiond
Trangportation Plan incluson. The Commisson then sdects and groups these priority projects
and programs and identifies them with multimodd travel corridors to help provide a regiond
context to the plan. San Jose and other cities in Santa Clara County, and the County itsdf,
submit their priority projects and programs through the Valey Trangportation Authority, an
independent public agency responsble for Santa Clara countywide transportetion planning.  The
Vadley Trangportation Authority is dso responsble for bus and light ral operdions, pararandt
sarvice, congestion management monitoring and certain highway projects.

Within the framework of the City of San Jose, the Department of Transportation (SIDOT) and
partnering departments develop transportation Strategies through a  continuous  process  of
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Executive Summary 2

collaboration and communications to citizens, civic leaders, public interest groups and other
dakeholders.  Significant transportation policies and drategies are contained within the City's
Gengrd Plan. The City of San Jose 2020 Generd Plan sarves as the City's officid policy
datement regarding the amount, type and phasng of deveopment, dong with adjoining
trangportation systems. This report describes how significant transportation services and projects
aign with the broad goa's contained in the Generd Plan.

Qudity of life issues that ae important to reddents are reviewed to hep illugsrate ther
relaionship to the development of sound transportation policies and priorities.  The report
discusses why those in trangportation leedership postions should be acutdly aware of quadity of
life issues, and how ther actions and decisons can impact the locd citizenry, the commerce, or
the environment.

SIDOT’s vison, misson, draegic gods and vaues are described, as is the SIDOT Annud
Workplan. The workplan illustrates, in some detail, an agpproach to messuring the qudity,
timeliness, customer satisfaction and costs of transportation services and projects.  Performance
measurement systems are illudrated to demondrate the vaue of trangportation investments in
teems of improved safety, timesavings, accessbility and other user benefits  Performance
measurement models within SIDOT are built around desired community outcomes.

Since trangportation agencies generdly provide more sarvices than tangible products, the
differences between services and goods are discussed.  The four primary characterisics of
savices - intangibility, inseparability, heterogeneity and perishability - are discussed to help
make the differentiation. The primary ways in which cusomers evauae service qudity, such as
relidbility, responsiveness, assurance and empathy, are aso identified to demonsirate how these
factors can be used as part of a customer satisfaction component of a performance measurement
sysem.

The communications drategic plan is described as a tool to guide a transportation agency in
marketing and communiceting its services and performance outcomes both interndly and
extendly. The vison and gods of the communications plan dign to the misson of the
transportation agency. Knowing the demographics, economic conditions and political factors in
a community aso helps to ensure that the communications plan is customer focused. Performing
an environmentd scan through a SWOT (Strengths, Weaknesses, Opportunities and Threats)
andysis helpsin the development of a communications strategic plan.

Knowing tha communities are congantly changing, this report concludes by illugtrating why
public transportation agencies must respond to changing expectations. It discusses the reasons
for change, the different dages of change, and the importance of open and empathic
communications during periods of change. It adso emphasizes the importance of the
trangportation leader having environmentad awareness and an understanding of the viewpoints of
stakeholders, and how to continualy plan for, and communicate, change.
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CHAPTER ONE
LINKING REGIONAL AND COMMUNITY GOALS

REGIONAL TRANSPORTATION PLAN

When providing trangportation services in any U.S. city of dgnificant sze, it is important to
ensure that the broader transportation gods of the region are recognized and being achieved.
This may best be accomplished by coordinating priority transportation planning efforts with the
Metropolitan Planning Organization (MPO).

The Metropolitan Transportation Commission (MTC) is recognized by the federa government as
the MPO for the greater San Francisco Bay Area. The MTC is aso recognized by the State of
Cdifornia as the Regiond Trangportation Panning Agency (RTPA). Federd legidation
contained in the Trangportation Equity Act for the 21% Century (TEA 21) require al metropolitan
regions to have a regiond transportation plan that looks 20 or more years into the future. MTC's
sudy area condgsts of the nine counties lisgted below, which represent over 100 cities, including
San Jose, the focus of this report.

Alameda County Contra Costa County
Marin County Napa County

San Francisco County San Mateo County
Santa Clara County Solano County
Sonoma County

The regiond transportation planning process establishes gods that link trangportation funding to
projected population changes and locd land use plans in a socidly and environmentdly senstive
way. MTC's core gods dign with nationd planning factors established in TEA 21.  The sx
broad god's of the MTC regiona transportation planning efforts are:

Mohbility—improve mohility of persons and freight

Safety—improve safety for dl system users

Equity—promote equity for system users

Environment—enhance sengtivity to the environment

Economic Vitdity—sudtain the economic vitdity of the region

Community Vitdity—promote vitd and livable communities

Implementation of the Regiond Transportation Plan (RTP) and attainment of the above gods
require constant outreach, good working relationships and strong partrerships. In MTC's TEA 21
Reauthorization: Infrastructure for a Sronger America, 24™ Annual Report to Congress; March
2003, MTC Charperson Steve Kinsgy, representing Marin County and cities, is quoted: “The
Metropolitan Trangportation Commission, working in partnership with San Francisco Bay Area
public trangt operators and county and city officids, is pleased to submit this report
summarizing our objectives for the reauthorization of the Transportation Equity Act for the 21%
Century (TEA 21), and providing you with a summary of the tremendous benefits that our region
has redlized from the existing federa trangportation program.”
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Ganing public consensus, identifying funding stresms and promoting technological advances are
dl key ingredients to a successful implementation plan. In the 2001 Regional Transportation
Plan for the San Francisco Bay Area; November 2002, it is sated: “This RTP was developed in
concat with and shaped by the most extensve public outreech effort in Commission history.
More than 4,000 Bay Area resdents paticipaed during the 10-month process”  Key
measurements of success in the RTP are improved trave times, improved safety, accessibility
and other user benefits. In his report titted Meeting the New Challenges; May 2002, Norman Y.
Mineta, U.S. Secretary of Transportation, wrote: “The Department (U.S. DOT) will continue to
encourage locally developed solutions that are the mogt effective in addressing the problems and
concerns in each community.”

In his keynote address to the American Public Transportation Association (APTA), on March 10,
2003, Minga sad: “l would like to outline some of the core principles of our reauthorization
proposd. Perhgps most importantly, our legidation will be focused on making our transportation
system and how we fund and build it safer, smarter, and smpler. Moving Americans safely and
securdy remains our primary god.” Secretary Mineta aso focused his tdk on performance
accountability and a need to “sgueeze out every cent of performance from every dollar that we

spend.”

It is gpparent, from the testimony &bove, that to meet the ggnificant surface trangportation
challenges we face, improved collaboration and communication among loca, regiond, State and
Federd officids is critical to success.  Performance accountability and mutua planning are key
aspects of this mutua cooperation.

SANTA CLARA VALLEY TRANSPORTATION AUTHORITY

Santa Clara County is one of the nine counties contained in the Metropolitan Trangportation
Commisson's sudy area.  The County population for 2002 was gpproximately 1.72 million
people, which was just under 5% of the Stat€'s totad population. San Jose is the government seat
for Santa Clara County, and had a population in 2002 of over haf of the County total at 918,000.

The Santa Clara Vdley Trangportation Aduthority (VTA) is an independent public agency
responsble for Santa Clara countywide transportetion planning. Besdes planning, the VTA is
adso respongble for bus and light rall operations, parairandgt service, congestion management,
and cetan highway projects VTA is desgnated as the officid Congestion Management
Agency (CMA) for Santa Clara County. It is adso the designated authority to manage the use of
locd sdes tax revenues gpproved by County voters for transportation projects and road
rehabilitation. VTA is an organization tha provides accessible trangt, multi-modd planning and
implementation and is o involved in bikeway and pedestrian facility devel opment.

VTA adopted its firg Strategic Plan in 1995. It serves as the umbrella policy level document for
the agency and drives the devdopment of the budget, short-range trangt plans and the Valley
Transportation Plan (VTP 2020). The Strategic Plan includes VTA's vision, misson and gods
and serves as the blueprint to guide VTA into the 21% century. The VTP 2020 serves as the
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countywide master plan for trangportation projects and programs including trangit, freeways,
expressways, local roadways, recregtiond tralls and technology enhancements. Bedow ae
VTA’sVison and Mission stlatements and srategic gods.

VTA Vison Statement—The vison of VTA is to provide a transportation system that alows
anyone to go anywherein the region eadly and efficiently.

VTA Misson Statement—The misson of VTA is to provide the public with a safe and efficient
countywide transportation sysem. The system should increase access and mobility, reduce
congestion, improve the environment, and support economic development, thereby enhancing
qudity of life

VTA Goals
- Enhance our customer focus
Improve mobility and access
Integrate trangportation and land use
Maintain financid gability
Increase employee ownership

The Strategic Plan includes a 10-year Business Plan. The Business Plan contains performance
measures and forecasts of revenues, expenses, and trangt service levels. VTA’s performance is
andyzed and measured each year and compared agangt the goas within the Business Plan.
VTA’s current Business Plan was adopted in 1998.

CITY OF SAN JOSE 2020 GENERAL PLAN

The San Jose 2020 General Plan is the City’'s officid policy datement regarding the amount,
type and phasng of development needed to achieve the City’s socid, economic and
environmental gods. State Assembly bill 1678, which took effect in 1994, requires Cdifornia
cities to prepare general plan annua atus reports to be submitted to their respective City
Councils, the Cdifornia Depatment of Housing and Community Development (HCD), and the
Governor's Office of Panning and Research (OPR). In San Jose, the Planning Commisson
recommends changes to the Generd Plan to the City Council after holding public hearings and
conddering public testimony.

San Jo2's fird Generd Plan tha incorporated dl of the State-mandated eements in an
integrated document was created in 1975. Major updates were made to the Genera Plan in 1984
and again in 1994. Since 1994, the City has made amendments to the Generd Plan on an annud
bass. 1n 2002 it held four sets of hearings, the maximum alowed under State law.

The San Jose 2020 General Plan contains seven mgor drategies that form the basic structure of
planning in San Jose. They are:
Growth Management—baancing the urban services demand of new development with the
need to baance the City’ s budget
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Economic Development—maximizing economic potentid and employment  opportunities
for San Jose residents

Downtown Revitalization—developing a prominent and attractive downtown to bring new
investments, resdents, businesses and visitors

Urban Conservation/Preservation—protecting and enhancing San Josg's neighborhoods
and historic resources to promote community identity and pride

Greenling/lUrban Growth Boundary—seeking to preserve land that protects water, habitat,
agricultura resources and the hillsdes surrounding San Jose

Housng—providing a wide variety of housing opportunities to meet the needs of dl
segments of the community

Sustainable City—promoting management and conservation of resources for present and
future generations

While trangportation is not one of the seven drategies it an important ingredient of each
drategy. The San Jose 2020 General Plan contans many exhibits, induding the Land Use
Trangportation Diagram. This diagram provides a geographic reference and spatid context to the
gods and policies in the Generd Plan. It shows desgnated land uses and illustrates and
classfies the dreet transportation network. In reviewing the Generd Plan from a transportation
perspective, severa key gods and policies are evident. Some are:

Creation of expanded opportunities for trangt-oriented development

Development of Pedestrian Priority Areas

Expand the Bicycle Trangportation System Network

Reduce commute travel times and distances

TRANSPORTATION LEVEL OF SERVICE POLICY

It is important to ensure that performance and measurement systems dign to the gods and
srategies discussed in prior sections. One way of measuring performance of the San Jose Street
trangportation system is intersection Leve of Sevice (LOS). There are gpproximately 810
traffic 9gnds in San Jose that are monitored each year s0 as to determine current LOS. An
intersection with a ranking of “A” is the bet, meaning dl vehides dear the intersection in a
dngle cyde of the dgnd, resulting in an average delay of less than 5 seconds per vehicle. The
wordt rating is “F,” where motorists often wait more than one sgnd cycle and the average delay
of vehicles is greater than 60 seconds. In 2001, only 10 of 800 signds nonitored experienced a
LOS of “F’ in the evening pesk traffic period. No intersections were rated a “F’ during the
morning pesk period. It should be noted that ramp meters leading to freeway entrances are not
measured in intersection LOS studies, but are measured as part of corridor travel time studies.

If a proposed development would generate enough vehicle traffic to take an intersection from a
ranking of “D” or above to bdow a “D,” then San Jose policies require improvements to be
made by the developer to retan a minimum LOS of “D.” Typicdly, mitigaions would involve
capacity enhancing improvements a the impacted intersection(s). Examples of improvements
ae adding vehide lanes or modifying sgnd operaions. In some cases though, this has
unfortunately impacted the width of sSdewaks and landscgped aress, or resulted in the
elimination of bike lanes.
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In response to the community’s dedre to creste a more balanced, multi-moda transportation
sysem, the City's LOS policy is beng revised to promote higher dendty and mixed-use
developments dong trangit corridors, the downtown core and in neighborhood business didricts.
Panners will identify certain intersections where it will be permissve to drop beow a LOS “D.”

However, other trangportation enhancements to improve trangt, cycling or pedestrian travel will
be considered as dternative mitigations.

Usng revised LOS policies to the benefit of the community to promote more intense
devdopment in specific areas and multi-moda trangportation solutions digns with dl of the
seven mgor drategies of the San Jose 2020 General Plan.

QUALITY OF LIFE ISSUES

People choose where they wish to live based upon many factors. Often one's decison is based
upon economic factors such as the predominant type of industry or the cost of housng. Other
factors could include weether, qudity of education, availability of recregtiond and medicd
fadlities and the condition of the environment. The City of San Jose 2003-04 Proposed
Operating Budget; page VII-1, ligs the dements of the Visgon for Qudity Life in San Jose
They are:
- Safe Community

Neighborhood Pride

Efficent Trangportation

Competitive Business Environment

Persondl Growth and Enrichment

Clean and Sugtainable Environment

Customer Driven Government

When providing transportation services, it is of paramount importance that the services help add
to the qudity of life or, @ a minimum, provide the opportunity for conditions to improve.
Thought of as a catayst to improve people’'s nobility, accesshility, and safety, the transportation
sysem should be comprehensive, complete, and provide intermoda connections. It should be
operated effectively during normd times or during emergency Stuations like earthquakes, mgor
crashes or security threats. At the same time, the syssem must not be invasive to neighborhoods.
It should not result in speeding near schools, unsafe waking conditions or the recurring use of
resdentia streets by commuters or goods ddlivery trucks.

Every two years, the City of San Jose conducts a random sampling phone survey of its residents
to gauge the community’s perception of certain services being provided, or on qudity of life
issues. Fairbank, Madin, Maullin & Associates conducted the last survey in September of 2001.
Ther City of San Jose Residents Survey; September 2001, indicated some very useful
trangportation-related performance indicators, like those shown below:

“80% of residents believed public trangt was somewhat accessible or very accessible”

“73% of those surveyed beieve tha traffic conditions are somewhat or completdly tolerable

in their neighborhoods’
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“82% of resdents felt somewhat safe or very safe while driving on San Jose streets’
“71% of resdents felt somewhat safe or very safe while being a pedestrian in San Josg”

Each year, Joint Venture Silicon Vdley Network, a nonpartisan regiond voice of busness,
labor, government, education and nonprofits, performs a broader comparison of economic and
qudity of life data. It incdludes portions of neighboring counties and represents a population of
about 2.3 million. The 2003 Index of Slicon Valley indicated:
“Slicon Vdley log 127,000 jobs (or about 9% of the total employment) between the firgt
quarter of 2001 and the second quarter of 2002.”
“In 2002, the share of households that could afford to purchase the medianpriced home
increased to 26%, up from a low of 18% in 2000. This share Hill contrasts sharply with the
nationa average of 56%.”
“In 1999, the City/County Association of Governments of San Mateo County cregted the
Trangt Oriented Development (TOD) Incentive Program. The program pays cities or the
County up to $2,000 for each bedroom built within one-third mile of a Cdtran or BART
dation with a minimum dengty of 40 wiits per acre. Over $2.3 million was provided to five
projects totaling 754 units with 1,282 bedrooms. Locad communities and regiona authorities
coordinate transportation and land-use planning for the benefit of everybody. City, county
and regiond plans, when viewed together, add up to a sustainable region.”
“Per capita trangt ridership declined 7% in 2002, from 35.1 annua rides to 325 annud
rides.”
“From 1992 to 2000, gasoline sales per licensed driver increased 23% to 754 gdlons per
year. Tota gasoline consumption increased 33% to dmost 900 million gdlons.”
“In 2002, three-quarters of Silicon Vdley resdents drove to work aone. Only 7% used
public trangit, walked, biked or telecommuted, while 16% carpooled.”

The use of informaion ganed from surveys and andyss of daa like that above provide very
vauable information to transportation service providers and land use planners.  This information
adso assdgs public agency trangportation professonds in providing guidance to eected officids
and other policy makers, or to compare their region to others across the nation.

Idedlly, a balanced approach of providing basic services, like accessble trandt, safety on
roadways, parks services, modern libraries, and public safety, helps to improve the overdl
qudlity of life in acommunity.

ANNUAL BUDGETS

Each year, municipa leaders must make important decisons on how to invest their dollars.
Investments or expenditure patterns continuoudy change with a community’s needs.  In Nation's
Cities Weekly; April 28, 2003, Marty Vanacour, Ph.D. and former City Manager for Glendae
Arizona, daes “When | was a city manager, | knew that one of my most important
responsbilities was to trandae council gods into actions and to asss the coundl in formulating
new gods This involves our sharing power and knowledge with each other. The ling, | submit,
is sometimes a barrier that need not be there.”
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Converting most gods into action requires funding. Capitd funds are those funds that are used
on a one-time basis to build or condruct a project. Examples might be a widened roadway, a
traffic agnd system or a traffic circle in a neighborhood. In San Jose, for indance, when traffic
congestion levels were a some of their highest, the 2000-01 Annual Budget contained nearly
$5.0 million in cgpitd funding for the condruction of projects to protect neighborhoods from
unwanted traffic impacts and to enhance the waking experience.  With a much less robust
economy in 2003, and lower traffic volumes, the 2003-04 proposed budget contains a much
lower figure of $1.25 million for neighborhood traffic improvements.

Operating funds are used for activities or expenses that are recurring. From a trangportation
perspective, these funds might be used to repaint roadway markings, operate a transt system or
pay the dectricd hill for traffic Sgnd sysems In the VTA Recommended Budget for 2003-04
and 2004-05; March 2003, the Generd Manager, Peter Cipolla, is quoted in his budget message
as sating: “The economy is showing no sign of recovery. Weve just completed seven quarters
of negative sdes tax performance (unprecedented at any time during the past 25 years).” He
goes on to say: “And once again, we are facing a service reduction, a fare increase and another
reduction in our workforce. This time, however, the required service cut is so deep that it will
take us back to 1981 levels of service. Can VTA survive?’

In the coming fiscd year (July 2003-June 2004), the level of funds in the City of San Jose Traffic
Capitd Budget for trangportation projects and programs will be at its lowest in years. This is a
result of continuous decreases in locd sdes tax revenue and condruction permits since January
2002. Due to the State's projected $35 hillion deficit, portions of State funds that are normdly
directed to locd agencies are aso being withheld, making loca economic conditions even worse.
Some funds that are normaly used to build projects will be transferred to the operating fund to
pay ongoing expenses, but this will come a a cost. Not only will capitd projects be delayed, the
cost to build projects in a down economy is usudly lower and the cost of building projects later
isusudly higher dueto increasesin land, material and labor costs.

In the Mayor’s 2003-04 March Budget Message; March 4, 2003, San Jose Mayor Ron Gonzales
provides direction to the City Administration to develop a budget that has a focus around sx core
pI’IOI’ItIeS The priorities, which were previoudy endorsed by the entire City Council, are:

Building Stronger Neighborhoods

Safest Big City in America

Helping All Children Achieve

Building Better Trangportation

Driving a Strong Economy

Making Government Work Better

The above priorities will help to guide the development of the 2003-04 Operating and Capita
Budgets, however the fiscd chalenges the City faces has resulted in additiona principles to be
followed. In his Mayor’s 2003-04 Budget Message, Mayor Gonzdes Sated: “Because of the
extraordinary chdlenge we face, | reemphasize the following generd principles approved by
Council in February and in past budget actions as we consider our direction to staff for preparing
budgets for both the current and next fiscd year.” Eight of the deven principles are summarized
below:
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Work with bargaining units to minimize employee layoffs

Focus on protecting vital core services for both short and long-term

Explore new revenue sources

Strategicdly stimulate our local economy and job crestion

Himinate vacant positions, redeploy staff and reengineer processes

Streamline, innovate and Smplify processes

Create fee structures that recover all costs, but offer preference to San Jose residents

Reduce budgets to Community Based Organizations a generdly same rates as those to City
departments

Following the drategies contained in the budget message, vitd community services such as
transportation, should be able to be maintained, neighborhoods should remain strong, the loca
economy should be dimulated, the budget will be baanced and employee layoffs will be
minimized. The levd of trangportaionrdaed funding in annud budgets, and the direction
provided by policy makers, clearly has an impact on the level and types of trangportation services
being provided.
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CHAPTER TWO

CITY OF SAN JOSE TRANSPORTATION SERVICES

TRANSPORTATION CITY SERVICE AREA (CSA) STRATEGIC PLAN

There are fifteen departments and five offices reporting to the San Jose City Manager. They
contain over 7,500 employees. Depatments are led by a Director, and are responsible for
ddivering a variety of sarvices like fire protection, ar travel, recredtion, trangportation, etc.
Depatments that congantly work together to integrate and ddiver smilar vitd services to the

resdents are grouped into seven key business lines, referred to as City Service Areas (CSAS).
The seven CSAs in the San Jose structure are:

Aviation Services

Economic & Neighborhood Devel opment
Environmentd & Utility Services

Public Safety

Recredtion & Cultural Services
Transportation Services

Strategic Support

The City of San Jose Proposed Operating Budget for 2003-04 states on page VII-1. “These
cross-depatmenta CSAs provide a forum for drategic planning, for seting policies and for
making invesment decisons. Plans, policies, and investment decisons a the CSA leve are then
carried out through departmenta core and operationd services” Below is the misson statement
for the Transportation CSA.

Trangportation CSA Misson Statement—to edablish City transportation policy and to
implement that policy by planning, building, operating, and maintaining needed trangportation
sysems.

Departments that make up the Transportation CSA and contribute to the above misson are the
followmg

Aviation

Panning, Building and Code Enforcement

Police

Public Works

Redevel opment Agency

Transportation

The Trangportation CSA member departments have developed four key drategic outcomes that
their combined efforts, services and activities should dign with. The four outcomes are:

1. Viable Choicesin Travel Modes

2. Convenient Commute to Workplace

3. Efficent Accessto Mgor Activity Centers
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4. Trangportation Assats/Services that enhance Community Livability

Each CSA team has developed a long-range business plan containing 5-year strategic gods and
corresponding performance measures.  CSAs report to the City Manager's Office quarterly and
annudly on the progress of its performance. These measures are then utilized to demondrate
progress toward Council policies and to measure the value of past and proposed budgetary
actions. The business plan is updated annudly.

Below is an example of one Transportation CSA performance measure:

OUTCOME: Convenient Commute to Workplace

Strategic Goa: Optimize Operations of City’s Transportation System

Performance Measure: Annual ratio of injury and fatdity crashes per 1000 population
Fve-Year Goa (2007): 4.1 crashes/1000 population

2001 Actud: 4.4 crashes/1000 population

2002 Actud: 4.3 crashes/1000 population

2003 Projected 4.0 crashes/1000 population

As illusrated above, the ratio of injury fatdity crashes to San Jose's population is going down,
which is dedred. This is a common measurement used across the United States.  Using this
performance measure, San Jose can be compared to other metropolitan areas. As can be noted in
the measure, San Jose is gpproaching its strategic goa of 4.0 injury crashes per 1000 population.
This is a podgtive indicator that demondraes that the investments being made in the City
Council’s priority areaof Building Better Trangportation are providing the desired godls.

Feacilitated by a Deputy City Manager assigned to each CSA, department heads meet regularly in
the form of CSA Team mestings, to deliberate on policy, management and performance issues.
The outcome of these meetings helps to provide the basis for the City Manager to demondrate
teamwork to the Mayor and City Council. These efforts dso send a message to individud
department managers that the CSA sets the drategic goads and priorities. Because this process
has a focus on reaults, citizens repeatedly indicate their support for departmenta efforts that
deliver the desired outcomes.

DEPARTMENT OF TRANSPORTATION - VISION, MISSION, GOALSAND VALUES

At this levd in San Josg's dructurd organization, workers come together under the leadership of
a Depatment Head to ddiver the services, programs and projects that citizens directly receive.
Functions are grouped in depatments that dign to efficient ddivery of CSA outcomes and
drategic gods. For indance activities or expenditures that improve trangportation facilities,
occur in the dreet right-of-way and result in improved community livability would ultimately be
messured under CSA Outcome 4:  Transportation Assets/Services that enhance  Community
Livebility.

For efficiency reasons, maintenance teams that work within the dreet right-of-way are grouped
in one divison of the department. While these may be smilar jobs performed in parks or a the
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Airport, it makes more sense to segregate these common service providers by Department. An
example would be, if a citizen cals to report a burned-out dreetlight, then SIDOT workers
would peform the repar if the light is in the dreet right-of-way. Parks, Recreation and
Neighborhood Services staff would fix the light if in a park, and Airport maintenance personnel
would fix the light if on San Jose Mineta Internationd Airport property. The separation of like
functions by geographic or enterprise areas has been made to provide more efficient ddivery of
sarvices, dlow for daffing adjustments when workload demand rises or fdls, or to capture exact

expenses in specid funds.

SIDOT provides its sarvices under the umbrella of a misson, vison, gods and vaues The
SIDOT 2001-02 Annual Workplan; June 2001, page 3, lists the following:

Vison—Desred State of the Organization: An organization where every member willingly
grives to exceed the expectations of their customers and the community, in the most productive
manner, while supporting the development and well being of each member

Mission—Enduring Statement of Purpose To plan develop, operate, and mantan
trangportation facilities, services and rdated sysems that contribute to the livability and
economic hedth of the City

Strategic Goals—Theend in mind
Services exceed expectations of customers and are provided effectively and efficiently
Continuous improvement is an intrinsic part of the Department’ s culture
Thework forceis highly skilled
Thewdl being of every member of the department is supported

Values—I deals of acceptable behavior
Respect for the Individud
Excdlencein Service
Pridein the Organization

ALIGNING SERVICESAND PROJECTS

The Department of Transportation has a proposed operating budget in 2003-04 of over $69
million that cals for 519 employeesto deliver eight basic core services. They are:
- Trangportation Operations

Trangportation Planning & Project Delivery

Parking Services

Traffic Mantenance

Pavement Maintenance

Street Landscape Maintenance

Storm Sewer Management

Sanitary Sewer Maintenance
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Staff in each of these services tracks work in key operationd areas. There are a totd of 25 key
operationa service areas where work is monitored and reported. Generdly, operational services
describe work activities that are outcome-based and easily understood by the generd public. For
indance, in the City of San Jose 2003-04 Proposed Operating Budget, page 632, the three
operationa servicesin the Trangportation Operations Core Service arelisted. They are:

Enhance Neighborhood Traffic Conditions

Optimize Arterid Traffic Conditions

Promote Traffic Safety

As indicated earlier, one dement of the vison for a high qudity of life in San Jose is that the
government be “customer driven.” In 1998, the City began an initigive caled “Inveding in
Reaults (liR).” It is described in the City of San Jose 2003-04 Proposed Operating Budge, page
VII-2 as “liR involves building a framework to help the City be cusomer-focused and results-
driven in ddivering sarvices to the community. At every step of the way, the focd point of liR
iS meeting customer needs” Figure 2-1 illustrates how the iR modd digns services to the
“vigon for qudity of life’ in San Jose.
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E
N
T = Neighborhood Pride = Mayor & Council policy = Departments’ key = Front-line
= Efficient Transportation setting and invesment lines of business service delivery
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Environment = “Big-picture” of community plans to action = Work unit management
= Safe Commwity conditions = Departmental management & accountability
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Government = Crossdepartmental = Aligns to CSAs
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P » Clean and Sustainable = Aligns to vision
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=
(0]
R
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Figure 2-1 Investing in Results Service Delivery Framework

MEASURING PERFORMANCE

Each Operationd Service is monitored to determine if desred peformance levels are being
achieved. Peformance targets are edablished each year by the employees performing the
sarvices with the review of their supervisors and approva by department managers.  Targets may
vary based upon externa factors, such as a reduction in budget, expanded inventory or a mandate
from a regulaory agency. Community input may aso come into play when setting targets for
performance. It may be that a community considers repair times of seven days as adequate in
one service area, but has a higher expectation of 24 hours in another.
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As budgets are developed each year, resources are dlocated across the organization in an effort
to provide the levels of service expected by the community and elected officids. It is important
to track progress toward these expectations as each fisca year progresses and nears completion.
In SIDOT, operationa services are reported on quarterly and annualy applied to its annual work

plan database.

SIDOT, as wdl as other City departments, uses a consstent and baanced approach when
measuring services. The four common rating categories used in every operationd service are:

1. Condition (Qudity)

2. Timdiness (Response time)

3. Customer Sdtisfaction

4. Cost (Budget)

Each rating factor is weighted based upon level of importance, and other considerations such as
ligbility, safety and community expectations. For ingtance, phone surveys conducted by SIDOT
g&ff, have shown that the community believes it to be unredidic that a Sreetlight never burn out
(condition or qudlity). Citizens prefer not to pay the additiond cost of tracking the age of the
light bulb and replacing it before it burns out, when compared to a much lower cost of dlowing a
light to burn out, but fixing it within seven days of beng notified (timeliness). Therefore, in the
dreetlight service area, timediness is the most important factor and is weighted a 39%, while the
other three categories are rated lower in importance. Figure 22 illustrates page 55 of the 2001-
02 SIDOT Annual Workplan-Maintain Streetlights operationa service.

SERVICE 13- MAINTAIN STREETLIGHTS
PART I: OPERATIONAL SERVICE PERFORMANCE
ELEMENTS PERFORMANCE INDEX
Element Measure Goal 00/01A = 0V/02T Q1 Q2 Q3 Q4 Cumm | Value Wt. Wt Valug
1. Condition | % of dreetlights 98.0 8.0 980 [ 990 980 980 |99.0 990 | 101 22%. 0.22
operational
2. el 900 &0 | 940 | 940 840 840 (970 890 | % | 3% | 037
Timeliness timelines
3. Customer | % of customer 90.0 8.0 90.0 [1000 90.0 880 | 76.0 89.0 .9 24% 024
serviceratings of
4.0 or better
4. Cost % budget/cost 100.0 100.0 100.0 | 100.0 100.0 | 1.00 15% 0.15
ratic
Overall 100% 0.98

Figure 2-2 2001-02 Streetlight Maintenance Performance

Two additiond examples of measuring an opediond sarvice (Optimize Arterid Treffic
Conditions) in the 2001-02 SIDOT Annual Workplan areillusrated in Figures 2-3 and 2-4.
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SERVICE 1: OPTIMIZE ARTERIAL TRAFFIC CONDITIONS
PART I: OPERATIONAL SERVICE PERFORMANCE
ELEMENTS PERFORMANCE INDEX
Measure Godl  00/0IA QUOT Q1 Q2 Q3 Q4 Cumm |Value Wi WiValud
1 % of aeridl comdors | o 48 50 [456 456|450 (444|452 | 090 20% | 018
Condition operating at of
condition
2a % of taffic flow issues |+ g 87 90 [759 821|801|9%6| 82 |091 20% 018
) . resolved within
Timeliness | establishedguidelines
2.b %ol aterid 0 New 60 [100 380 | 67 |667| 68 | 113 20% 0.23
" . improvements completed
Timeliness within schedule
3. Custome | spofasonasvie | 87 84* | 938 810|933 |722| 82 | 098 30% 0.29
4. Cost % improvements 100.0 100 100 | TBD 100 100 | 100 | 100 1.00 10% 0.10
providing positive
— | cost/benefitratio
Overal 100% 0.98

Figure 2-3 2001-02 Optimize Arterial Traffic Conditions Performance Measure

PROJECT DUE STATUS
DATE
PROJECT DESCRIPTION LEAD REV. RESOURCES  SOURCE Results s 2nd 3rd 4th
Date Hours Quar ter Quarter Quarter Quarter
1 Smart Corridor MOU, . 12//01 ITSStr. Procedures and
0&M and Coop. Agree. Lim-Tso 12/03 1200 Plan Agreements 0s ° 0s 0S
2 Controller Evaluationsfor | Tzanavaras 06//02 400 ITSStr. Equip. Recommend D D 0os D
NTCIP Compliance 09/02 Plan
3 VTAI/LRV Centra Rodriguez 06/02 500 DOT Operating System 0s D 0s os
Control System 09/02
4. TSMP Interconnect Rodriguez 12/02 6,000 MM 630/700 signals 0s s 0s os
Project (SMART on-line
ersections)
5 Complete T21 Signal Tzanavaras 12/03 2800 ITSStr. 220signalswith 0s s 0s os
Timing Project Plan optimumtiming
6. FHWA Study of SVSC Lim-Tso 12//02 400 DOT Effectiveness D 05} 0s os
Evaluation
7. Ped. Countdown Display Rodriguez 04/02 80 DOT Effectiveness Eval. 0s s 0s C
8 Construct 4 traffic signals Alvarez e6/02 3000 DOT Improved 0os D D os
using in -house forces 09/02 performance for
Tratfic CIP
9. Develop Civic Center Lim-Tseo 12//02 150 ITSStr. Final TMC Design 0os s os os
TMC Design Plan
10. Accelerate Bicycle Damey o6/02 800 CSA 24.8 milesof os D D D
Improve. Larsen 12/02 Action 1.2 improvements
Garcia
11. DevelopSVSC Lim-Tsao 12/01 400 ITS Str. Interagency 0os D 0os D
Operational Procedures 12/02 Plan OperationsManual
Manual
12, Inditutiona ITS Helmer 06/02 100 DOT Countywide os s 0os D
Countywide Structure Structure for ITS
13. Establish Performance Northouse 12/01 100 DOT Improved D D os D
Measures for Signal Tzanavaras 06/02 Operational
Central Y errapotu QOutcomes
14. Regiona ITS Leadership Helmer 06/02 100 DOT Agency of Choice 0os e} 0s D
for Regional ITS
Solutions
15.  Develop % improvements Northouse  12/01 100 DOT Develop cost/benefit 0os C - -
providing positive : retios for traffic
cost/benefit ratio measure Rodriguez signal imp rovements

Figure 2-4 2001-02 Optimize Arterial Traffic Conditions-Project Status

In review of Figure 2-3, the fallowing information can be gained quickly by managers who
utilize thisinformation to set srategic direction:
- Core Service: Trangportation Operations
Operationd Service: Optimize Arterid Traffic Conditions
-+ Measurement dement: Timdliness
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Measure: % of traffic flow issues resolved within established guiddines (14 days for non
emergencies)

Fve-year drategic god: 90%

Last year (actud): 87%

Current year (target): 90%

Smilar activities that are peformed by work groups that help to achieve the optimization of
aterid traffic conditions, like responding to traffic flow inquiries above, are individudly
monitored, and then combined into the quarterly reporting process to give an overdl measure of
performance of that operationd sarvice For indance, the work of traffic sgnd timing Steff,
goecid event traffic planning daff and engineering speed survey daff are al combined to
provide an overdl reting for the Optimize Arterid Traffic Conditions operationa service.

Projects, like those in Figure 2-4, are primarily measured in three aress, schedule, cost and
quaity. A capitd improvement project tracking sysem exists which contains the schedule for
every project. The schedule includes the time it takes to prepare the designs, purchase land if
necessary, bid the work, award the work and complete the construction. Each phase of the
project has an esimated budget. While funds may be shifted between project phases, the
ultimate measurement is if the project is completed and accepted by the City a or beow the
overdl budget. Engineering estimates are conducted for al capital projects which are based
upon unit costs for varying types of work, materid cods, and edtimated labor and bonding.
Projects are aso tracked to determine if they get built a a quality as good or better than
expected. A project that is finished ahead of schedue, and below budget is not a successful
project unless the quality isaso of a high enough standard.

REPORTING RESULTS

As indicated in the prior section, progress on service ddivery and project completion must be
reported in a timey and useful mamer. SIDOT measures performance in three different levels,
operationd, tactical and Strategic.

As in any invesment, private or public, it is important for those who made the invesment to
make sure they got their money’s worth. At the work unit level, operationd activities like lined
feet of painted roadway lane lines gpplied are reported daly. Quarterly, al painting work totas
are reported s0 that, managers can make tactica decisons about resource changes, equipment
repairs or redeployment of resources from another service area. Annudly, results in operationa
savices are summarized, reported in the Depatment of Transportation Annual Work Plan and
used to develop the next year’ s target and strategic business plan changesin the CSA.

At the CSA leve, the Annual Transportation Report demonstrates how services and projects
from participating departments and agencies have impacted condition or efficiency of the overal
transportation system.  The report is summarized usng caendar year, rather than fiscd yesr,
information.  This is because datidics pertaining to crashes, traffic volumes and other indicators
that are collected by cities, counties, regions and states are done so on a calendar bass. The
audience for this report is dected officids, other loca, regionad and Statewide transportation
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agencies, and other cities and metropolitan regions that may use it for benchmarking purposes.
The 2002 Transportation Report; May 2003, contans some of the following key
a:compllshments and gatidtics:

Opened the Taylor Street Overpass - a component of the Route 87 Freeway Project

Resedled 86 miles of residential streets and 57 miles of arterid streets

Painted gpproximately 4.5 million feet of roadway markings, striping and curbs

Replaced gpproximatdly 7,000 traffic Sgns

42 schools were evauated as part of the School Access Enhancement Study

There are 2,130 VTA bus stopsin San Jose

A total of 14,378 crashes were reported on San Jose streets in 2002 (3% decline from 2001)

By Charter, the City Manager is consdered the Chief Adminidrative Officer (CAO) of the City.
In the City of San Jose 2003-04 Proposed Operating Budget, page 79, it is dated: “This postion
is responsble for the enforcement of al lavs and ordinances, coordination of dl municpa
programs and executive supervison of adl City departments, agencies, and offices.”

One of the Core Services of the City Manager’s Office is Manage and Coordinate City-wide
Savice Ddivery. The Operating Budget is the primay document liging ctywide service
resources and performance. The Operating Budget is developed by the City Manager's Budget
Office and the QUEST Partnership. The Capitd Budget and Five Year Capita Improvement
Program is aso primarily deveoped by the Budget Office, Capita Improvement Program Action
Team and the QUEST Partnership. Each year, the City Manager’s Office prepares a “Budget in
Brief” that dl citizens receive to dlow them to better understand mgor investments contained in
the Generd and Cepita Funds, as wel as Specia Purpose Funds like the Parking Fund. The
Manager's Office dso prepares an annud report that highlights dl magor accomplishments for
both the City and Redevel opment Agency.
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CHAPTER THREE

MARKETING PUBLIC TRANSPORTATION SERVICES

OVERVIEW OF MARKETING AND SERVICES
In Marketing; 6" edition, Lamb, Hair, and McDanid define marketing as

“The process of planning and executing the conception, pricing, promotion, and digtribution of
ideas, goods, and services to create exchanges that satisy individua and organizationd gods”

Since public transportation agencies generdly provide more services than tangible products, it is
important to know the difference between services and goods. What are services? Lamb, Hair,
and McDanid define a sarvice as “the result of applying human or mechanica efforts to people
or objects” They suggest sarvices have four unique characteridics didinguishing them from
goods:
- Intangibilit—not being touched, seen, tasted, heard, or felt in the same manner in which
goods can be sensed

Inseparability—a  characterisic  of dlowing them to be produced and consumed
smultaneoudy

Heterogeneity—a characterigtic of being less standardized and uniform than goods

Perishability—a characteristic of preventing them from being sored, warehoused, or
inventoried

In Essentials of Services Marketing; 2" edition, Hoffman and Bateson State that: “Services are
sad to be intangible because they are performances rather than objects” They go on to say:
“Services are experienced, and consumers judgments about them tend to be more subjective
than objective. Inseparability of production and consumption refers to the fact that wheress
goods are first produced, then sold, and then consumed, services are sold irst and then produced
and consumed sSmultaneoudy.”

Trangportation sarvices exist in many different varieties.  Some examples of trangportation
savices ae planning a dregt network, designing a traffic sgnd, condructing a sSdewalk,
driving a public trangt bus mantaining road markings, enforcing speed limits, or educating
children about pededtrian safety. Because the qudity of a transportation system, and the
corresponding qudity of trangportation services, can have such a visble impact to the qudity of
lifeto citizens, it isan issue under congtant debate.

Lamb, Har and McDanid indicate that service qudity is more difficult to measure than a
tangible good, because of the four unique characteristics of services. They date in Marketing;
6" edition, that customers generaly evaluate service qudity in the following five ways:

- Rdiability—being able to perform a service dependably, accurately and consstently

- Responsiveness—being able to provide prompt service

- Assurance—the ability of an employee conveying knowledge, courtesy and trust

Mineta Transportation Ingtitute



Marketing Public Transportation Services 20

- Empathy—the ability to care, and provide individudized attention to customers

- Tangibles—the appearance of personnel and the physica facilities, tools and equipment to
provide the service

Surveys, public medtings and opinion polls ae some ways in which to determine what
transportation services are most important to community resdents and their perception of the
savices.  Public transportation agencies should have a strong market orientation to better
understand community preferences and expectations. However, marketing is often viewed as a
“luxury” ingead of providing “vadue’ to dakeholders. In the public sector, marketing often
peforms an educaion function for stekeholders. This is egpecidly true when atempting to
reach under-served population groups.

As discussed in earlier chapters, trangportation services may be provided to specific groups of
people, however the services should dign with the needs of the grester community and region.
Success of a public transportation agency is not measured in monetary profit, it is often measured
in the qudity of the service, time that it takes to provide the service and in minimizing the gep
between the customer’s expectations and the service provided. Following is an example of how
important it is for management to have a customer-oriented focus in the trangportation industry.

In his atidle Marketing Myopia; 1960, Harvard Business Review, Theodore Levitt discusses
why growth industries stopped growing. He dates “In every case the resson growth is
threatened, dowed, or stopped is not because the market is saturated. It is because there has been
a falure of management.” He goes on to write about the demise of the ralroad indudry in the
United States  “The railroads did not stop growing because the need for passenger and freight
trangportation declined. That grew. The railroads are in trouble today not because the need was
filled by others (cars, trucks, arplanes, even teephones), but because it was not filled by the
ralroads themsdves. They let others take customers away from them because they assumed
themsdlves to be in the railroad busness rather than in the trangportation business. The reason
they defined ther industry wrong was because they were ralroad-oriented instead of
transportation-oriented; they were product-oriented instead of customer-oriented.”

Whether running a railroad company or providing neighborhood traffic services, it is critica to
have a customer perspective and a focus on the customer’s desired results. In the City of San
Jose 2001-02 Annual Report, Mayor Ron Gonzdes is quoted: “From my perspective as Mayor,
a great city is one where its resdents say they are proud to live here, and where our public
sarvices enadble them to say that. | am proud of San Jose and of what we are credting in
partnership with the people of our community, because our city works best when we work
together.”

COMMUNICATIONS STRATEGIC PLAN

Marketing services, and educating the public, are good examples of externad communicetions. A
drategic plan for communications is an effective tool that helps to ensure accurate and congstent
messages ae beng deveoped and disssminated both interndly and  externdly. A
communications drategic plan contains the vison (desrable date of communications) and the
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drategic gods and objectives (end in mind). The communications drategic plan should help to
minimize the communications gap, that being the difference between the sarvices an
organization provides and what the customer is being told it provides. SIDOT is in the process
of devdoping its fird communications drategic plan.  The communications drategic plan
focuses not only on internd and externd communications, but aso on one-way (monologue) and
two-way (didogue) communications.

Internd communications are those forms of communications that regulaly occur between
members of the workforce. It can occur upward, downward, horizonta and diagond in the
organization. Employees that receive the right levd of information in a timey and accurate
manner hep the overdl organization be more effective and efficdent. Examples of daly
communicetions are safety briefings, staff meetings, work assgnments and procedurd training.
Mos interna communications are verba. However, written and eectronic communications are
often consgdered more effective in getting a consdstent message to the entire workforce in a
timey manner.

Policies, procedures, standards and guiddines are communicated interndly in a number of ways,
but usudly these take the form of written documents and are housed in manuds a al work gtes.
A monthly newdetter is disseminated that contains the Director's message, copies of recognition
letters, a cdendar of events, and work-related articles that demondrate high performance. Since
dl forms of communication can be potentidly effective, sdection of the mog effective method
of communication for a specific task is key. For example, understanding the right leve and
frequency of internd communicaions is important.  For it is effective communication between
employess that can lead to improved work efficiency and effectiveness of the ddivery of
services.

Externd communications are those that occur with others outsde the department. Externd
communications often occur with people outdde the City organization.  Most externd
communications are monologue (one-way). Examples would be letters, brochures, meeting
announcements, publicatiors, etc. However, as noted earlier, a diaogue (two-way) with externd
customers is extremdy important to determine levels of customer awareness and satisfaction.
Some examples of communications where a didogue occurs ae phone, front counter,
workshops, neighborhood meetings, and community events.

Externd communications, whether monologue or didogue must be credible, consgent, timely
and accurate. It is important that results of externa communicetions be shared interndly at the
right levd in the organization. Although marketing and communicetions daff helps to improve
the effectiveness of communications, the Director's Office is ultimatdy respongble to ensure
that quality communications pervade throughout the organization.

A SWOT andyss is an accepted draegic planning tool. It is an organizationd review of the
Strengths, Wesknesses, Opportunities and Thresats an organization faces. It can be used to assst
in the devdopment of a communicatiions draegic plan.  Knowing the demographics of the
community, economic conditions, political and legd factors, socid change and who the usars of
the transportation system are, dlows the communications plan to be customized to particular sets
of customers.
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When completed in the fal of 2003, the communiceations drategic plan will be the guiding
document for which dal depatmentd communications should dign. Qudity and consgtent
communications materias will be deveoped, tested and andyzed for ther effectiveness.
Because of changing societd needs and other factors, the SWOT andyss and communications
drategic plan will have to be reviewed periodicaly, and changed accordingly.
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CHAPTER FOUR
THE CHANGING ORGANIZATION

REASONS FOR CHANGE

The City of San Jose Depatment of Transportation has undergone dgnificant change since its
formation in July of 2001. Prior to its formation, the Department’s core services were centered
on operdions and mantenance activities, and the Department was caled the Depatment of
Streets and Traffic. When SIDOT formed, transportation planning was added as a core service.
In 2002, the respongbility of developing and ddivering the Transportation Capitad Program was
added as an operationd service. In addition, the Department Director retired in June of 2002.
Even though his replacement was hired from within the organization, no two leaders have the
same dyle of leadership. Due to internd reasons, such as changing missons and leadership,
SIDOT was due for change.

Externd reasons for change can be the economy, community demographics, politica structure
and legd factors. Change can dso occur due to technologicd advancements, environmenta
conditions or due to changing customer expectations. SIDOT is changing for al of the listed
reasons.

DYNAMICS OF CHANGE

As an organization goes through changes, so do the employees. All employees react to change
differently, and the effect change has on people is often underestimated. One cannot expect to
maintan the highest levd of productivity through al leves of change A wdl handled trangtion
may see productivity Stay levd at the beginning stages of change, drop as employees move away
from performing what is familiar, then rise to higher levels once change is accepted and
employees are committed to their new role.

Severd models help to explain the change process and the appropriste management responses.
For example, change management experts Cynthia Scott and Dennis Jaffe suggest people go
through atrangtiond process when changing. Figure 4-1 illudtrates the stages of change.
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Figure4-1 Trangtion Grid

The stages of change as shown on the transition grid are described by Scott and Jaffe as follows:
Denid (acting as though nothing is different)
Resistance (preoccupation stage where distraction creates mistakes)
Exploration (chaotic fedings, confusion, high energy and new ideas)
Commitment (new gpirit of teamwork, cooperation is high and pride is evident in the
workplace again)

Employees go through the above four stages of change at different paces. Management can
facilitate movement through these stages with gppropriate management actions a each step.  For
ingance, when an employee is in the “denid” dage, the appropriate management action may be
to ligen to the employee, and then describe the likely set of outcomes if no change is made.
Managers must be aware of the different pace and manners in which people respond to change.
The people who tend to trangtion more quickly will fed frusrated by those going through
change more dowly, and the latter group might resent the former group for exploring or
committing to changes that the latter group are 4ill denying or ressing. When employees are in
different stages of change, then gppropriate and empathic communications must occur.  Some
employess will react by feding a loss of security; others may be impacted by loss of
relaionships. SIDOT has supervison training on how to cope with change and how to lead
change.

COMMUNICATING CHANGE

If change can be consdered a chdlenge, or an opportunity, then it less likdy a catastrophe will
occur.  Leaders mugt explan why the change is occurring and put into words the likey
consequences of not changing and the rewards of changing. Leaders must be champions of
change, be patient, let change occur at the right pace, and be very clear on what is negotiable and
what is not. Leaders that want Sgnificant change, should aways reward those who make the
change or they may not achieve long term, sustainable results.

Minh Le, Presdent of the Wilfred Jarvis Inditute, observes, “When most organizations tak
about change management, they redly focus on the logisics of change i.e. the timetable of
action geps.  Few organizations focus on the chdlenges of helping their people through the
trangtion curve. It is the leading of people, not the management of things, that will determine
successful change.”

One way to determine what types of changes are needed is to perform a SWOT or gap andyss.
A comparison of how an organization is addressng different issues, looking a the competition
and the changing environment and viewpoints of stakeholders, is important to do on a regular
bass. SIDOT conducted a SWOT andyss in 2002 and determined that improvements were
needed in the following four aress

project delivery
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neighborhood traffic services
downtown operations
facilitating new development

In December of 2002, the City Manager approved a reorganization of SIDOT that reduced the
number of divisons in the Depatment from four to three, but formed key teams within the three
new divisons focused on the above aress of concern. By openly communicating, and involving
employees, on the proposed changes to the organization, employees smoothly went through the
stages of change and into commitment.
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CONCLUSION

Trangportation officias ranging from the Secretary of the U.S. Department of Transportation to
locdly dected officids and city managers dress the importance of providing trangportation
sarvices that dign to broader community goads. The ever increasing traffic congestion and safety
problems metropolitan regions face, and the shortage of avalable funds to address dl these
needs, sgnifies the importance of local agencies working in full cooperation to solve both localy
and regiondly important trangportation problems.  Transportation departments, like the one in
San Jose, Cdifornia, should contribute to the successful outcome of achieving desrable quality-
of-life gods. Measuring transportation performance and achievements, and sharing the results,
is important to ingpire policy-makers to support and fund important transportation programs and
projects.

Communicating effectively to employees, users of trangportation services and other service
providers § an important activity that should occur on a regular and consstent basis.  Properly
planned communications drategies can asss locd transportation agencies in achieving thar
misson and gods and help to educate the general populaion about the avallability of
transportation services and programs.  Having a communications drategic plan that contains a
communications vison, misson and gods is a comprehendve way to look a the effectiveness of
an agency’ s communicetions.

Change in a trangportation organization is a natura occurrence.  Change normaly occurs due to
changes in leadership, economic and environmentd pressures or because of changing customer
expectations. It is important to accept change, and lead change in an open, patient and empathic
manner.  Understanding that people change a different rates, and are affected differently by
change, is criticd to the acceptance of change by the organization. To make dgnificant change,
leaders must be able to communicate effectivdly and motivate those they influence but do not
directly control.  Sgnificant change cah make a meaningful difference in the ddivery of
transportation projects, programs and services.
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APTA
CMA
CSA
HCD
iR
LOS
MPO
MTC
OPR
RTP
RTPA
SIDOT
SWOT
TEA 21
TOD
VTP 2020
VTA

ACRONYMSAND ABBREVIATIONS

American Public Trangportation Association
Congestion Management Agency

City Service Area

Housing and Community Devel opment
Investing in Results

Leve of Service

Metropolitan Planning Organization
Metropolitan Transportation Commission
Office of Planning and Research

Regiond Trangportation Plan

Regiond Transportation Planning Agency

San Jose Department of Trangportation
Strengths, Weaknesses, Opportunities and Threats
Transportation Equity Act for the 21% Century
Trangt Oriented Devel opment

Valey Trangportation Plan with a 2020 horizon
Vadley Transportation Authority
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DUE STATUS
PROJECT DATE
PROJECT DESCRIPTION LEAD REV. RESOURCES  SOURCE Results 1* 2nd 3rd 4th
Date Hours Quarter Quarter Quarter Quarter
1. Smart Corridor MOU, . 12//01 ITS Str. Proceduresand
O&M and Coo p. Agree. Lim-Tso 12/03 1200 Plan Agreements oS D oS 0S
2. Controller Evaluationsfor Tzanavaras 06//02 400 ITS Str. Equip. Recommend D D os D
NTCIP Compliance 09/02 Plan
3. VTA/LRV Centra Rodriguez 8602 500 DOoT Operating System oS D os oS
Control System 09/02
4. TSMP Interconnect Rodriguez 12/02 6,000 MM 630/700 signas 0os 0os os os
Project (SMART on-line
ersections)
5. Complete T21 Signal Tzanavaras 12/03 2800 ITS Str. 220 signals with 0os os os os
Timing Project Plan optimum timing
6. FHWA Study of SVSC Lim-Tso 12/102 400 DOT Effectiveness D os os os
Evauation
7. Ped.Countdown Display Rodriguez 04/02 80 por Effectiveness Eval. 0os 0os os C
8. Construct 4 treffic signals Alvarez 8602 3000 DOoT Improved oS D D os
using in-house forces 09/02 performance for
Traffic CIP
9.  Develop Civic Center Lim-Tso 12/102 150 ITSStr. Final TMC Design os os os os
TMC Design Plan
10. Accelerate Bicycle Damey 0602 800 CsA 24.8 miles of 0os D D D
Improve. Larsen 12/02 Action 1.2 improvements
Gadia
11. Develop SVSC Lim-Tso 120+ 400 ITS Str. Interagency oS D os D
Operationa Procedures 12/02 Plan Operations Manual
Manual
12. Ingtitutiona ITS Helmer 06/02 100 DOT Countywide os os os D
Countywide Structure Structure for ITS
13. Establish Performance Northouse 12/01 100 DOoT Improved D D os D
Measures for Signal Tzanavaras 06/02 Operational
Central Yerrapotu Outcomes
14. Regiond ITS Leadership Helmer 06/02 100 Dpor Agency of Choice 0os 0os os D
for Regional ITS
Solutions
15.  Develop % improvements | Northouse 12/01 100 DOT Develop cost/benefit os [} - -
providing positive Rodriguez ratios for traffic

cost/benefit ratio measure

signd imp rovements




SERVICE 1: OPTIMIZE ARTERIAL TRAFFIC CONDITIONS
PARTI: OPERATIONAL SERVICE PERFORMANCE
ELEMENTS PERFORMANCE INDEX
Element Measure Goal 00/01A  Q1/Q2T Q1 Q2 Q3 Q4 Cumm | Value Wt Wt Value)
1. % of arterial corridors 90 48 50 456 | 456 | 450 | 44.4| 45.2 | 0.90 20% 0.18
Condition operdting at optimal
condition
2.a % of treffic flow issues 90 87 20 759 | 821 801 [ 90.6| 82 091 20% 0.18
imeli resolved within
TImeliness  egahiishedquidslines
2. b ) m m\jﬁﬁ;ﬁ;‘i’ﬁ Jeted 90 New 60 100 | 38.0| 67 |66.7| 68 113 20% 0.23
Timeliness p within schedulg
3.Customg % of customer service 90 87 84* | 938|810 933|722 82 0.98 30% 0.29
ratings at good or better
4. Cost % improvements 100.0 100 100 | TBD | 100 100 | 100 100 | 1.00 10% 0.10
providing positive
cost/benefit ratio
Overall 100% 0.98




SERVICE 13- MAINTAIN STREETLIGHTS

ParT I: OPERATIONAL SERVICE PERFORMANCE

ELEMENTS PERFORMANCE INDEX
Element Measure Goal 00/0IA QUOT Q1 Q2 Q3 Q4 Cumm _Value Wt Wt Valug
1. Condition % of streetlights 98.0 980 98.0 | 990 | 980 980 | 990 99.0 101 | 22%. 0.22
operational
2. % of all repairs 90.0 830 94.0 | 940 | 84.0 840 | 970 89.0 95 39% 037
Timeliness oomplae@wnhln
timelines
3. Customer % of customer 90.0 89.0 90.0 | 1000 90.0 880 | 76.0 | 89.0 99 24% 024
serviceraings of
4.0 or better
4. Cost % budget/cost 1000 | 100.0 | 100.0 | 100.0 1000 1.00 15% 0.15
ratio
Overall 100% 0.98




External/ Envirooment
)

"ET.ia] Comni (eent
\

Resistance Exploration

¥
Internal /Self

Pastes— = [Futuare




