Workgroup Meeting – April 22, 2009
Notes
CORE ELEMENTS / CHARACTERISTICS OF REGIONALLY COORDINATED TRANSPORTATION PLANNING
Inclusiveness.  Must identify and engage diverse stakeholders.  Some lead agencies find it a challenge to identify the players, figure out who should be on the steering committees, and how to get stakeholders interested in regional transportation planning.
Outreach / Communication.  It is essential for lead agencies to effectively communicate to stakeholders the purpose and value of their involvement in the regionally coordinated transportation effort.  Figure out a way for all stakeholders to speak a common language.
Comprehensive / Integrated Planning.  This should be a comprehensive planning process; must look at the big picture and aim to integrate programs and services to achieve maximum efficiencies; stakeholders must know the following about each other:  the services each agency provides; how each stakeholder operates; each stakeholder’s transportation needs; plans must be based on needs; you have to really know the stakeholders in order to identify and address needs; this regionally coordinated transportation plan should be aligned with – and made a part of – the MPO planning process, and/or the RPO planning process, as well as part of HHS planning processes.
Structured Process.  There must be a structured process and accompanying operational structure to support ongoing regional planning.  This includes regular meetings of stakeholders.  Some steering committees may find it helpful to have by-laws to clarify roles and process.
Dynamic Process / Living Document.  Receiving input from and engaging stakeholders must be an ongoing process; plans should be treated as living documents; the big regionally coordinated transportation plan should be updated at a minimum every five years; it should be amended more frequently as needed; plans should include short-term and long-term goals.
Capacity to carry out planning functions.  Regions (lead agencies) must have the staff capacity to carry out planning functions.

Accountability / Link to Funding.  The regionally coordinated transportation plan should be linked to program funding such as 5310 (just like JARC and New Freedom).  5310 should be part of regional planning process in particular because of elderly and disabled services.  Allocate funding at the regional level.
Evaluation.  Performance measures are essential.  This should include process and outcome measures that are locally determined.  The performance measures should be based on regional goals and objectives.
CORE RESPONSIBILITIES OF LEAD AGENCIES
Be organized.

Assure a structured process.  Keep the process including meetings running.  Suggest agendas.  Staff the regional planning process and steering committees.

Nurture trust among stakeholders.  This is critical.
Facilitate discussion.  Facilitate discussion among diverse entities to make decisions.

Outreach / Communication.  Effectively communicate the purpose and value of this effort with stakeholders.
Clarify Roles.  Clarify roles of stakeholders / steering committee members.
Evaluation.  Oversee the evaluation of the coordination effort.
NEEDS / CHALLENGES / CONCERNS
Players.  It is difficult to figure out who all the players are.
Focus.  Lead agencies need to figure out the focus for steering committees.  Example:  there is so much focus on fixed route services, that we have alienated some of our health and human services folks.
Steering Committees do not always function efficiently.  There is consensus that steering committees need structure and by-laws are one helpful way of bringing structure.  It is difficult to make decisions when steering committees lack focus and are made up of a mix of members.  For example, some steering committees include both staff-level members as well as elected officials.  It is difficult to move information / decisions up and down political ladders.  In addition, it is difficult to make decisions if the lead agency is not a transportation provider.  Also, it can be difficult to reach consensus when dealing with a large group.
Parallel Planning Processes.  It is inefficient to have multiple transportation planning processes occurring simultaneously within regions as currently occurs.  These multiple planning processes need to be integrated / streamlined.
Communication.  Communication should go in all directions:  Lead agency to stakeholders and vice versa; TxDOT to lead agencies and vice versa.  Need consistent communication from TxDOT.  Example:  Many lead agencies were not included in any stimulus discussions until after the fact.  How can they function as a lead planning agency if they are not routinely included in discussions such as these?  PTN needs to better use website.

Link to funding.  Lead agencies may be reluctant to include pie-in-the-sky projects in our plans for fear of not accomplishing the project and losing funding.
Match.  Lead agencies need guidance on how to develop match for funding.
Grant-writing.  Lead agencies want to know how to grant writers for JARC and New Freedom.  Lead agencies want more training on grant writing.
Role of PTN/PTCs.  PTN needs to clarify the roles of PTCs.  Who are they and what is their role in regionally coordinate planning as well as other PTN activities?
Technologies.  We should consider whether to incorporate new technologies.
FOCUS IN FY 2010
Update.  Big regional plans should be updated in FY 2010, and then updated subsequently a minimum of every 5 years.  This plan should be treated as a living document and amended more frequently as needed.  Lead agencies need more funding in years when big plan is to be updated.
Structured Plans.  The plans must be structured.  PTN should provide a table of contents for what to put in plans.
Structured Process / Steering Committees.  There must be a structured process and accompanying operational structure to support ongoing regional planning.  This includes regular meetings of steering committees / stakeholders.  Some steering committees may find it helpful to have by-laws to clarify roles and process.  There should be a minimum number of meetings during the contract period.
Staff capacity to plan.  Lead agencies generally lack the staff capacity to carry out planning activities.  There is insufficient time to devote to regional planning because staff is often busy with other responsibilities.  There is split opinion on whether to move away from – or encourage – use of consultants.  Options:

· Some consider it optimal to build in-house staff capacity, but lead agencies are reluctant to hire staff not knowing whether there will be future funding.  $60,000 is not enough to fund a staff position.  However, $60,000 is enough to fund a staff position if combined with other funding sources.  Lead agencies need some assurance that funding will be available for say 3 to 5 years to commit to funding a staff position.
· Some would like for PTN to develop an evergreen-type contract with consultants who could be available on-demand to lead agencies (similar to H-GAC or TPAS arrangements); lead agencies want to avoid RFP process.
Training / Mentoring / Peer Review.  Lead agency staff needs training on what to do and how to do it.  Develop “co-op” type training / mentoring / technical assistance programs for lead agencies to participate in.  Design a peer review process – perhaps having lead agencies “partner up” to help develop and review each other’s plans and implementation.  
Data-based planning.  Updated plans should be data-based.  How can you develop a plan if you don’t know what is there to begin with?
Evaluation.  Updated plans should include an evaluation component.  PTN should require each region to develop its own performance measures.  Regions need to provide baseline data and then follow-up data to measure progress.  One recommendation is for PTN to suggest options for performance measures for regions, and then allow regions to select performance measures from among this list of options.  Another recommendation is to treat performance measures as a pilot project.  Under this scenario, PTN would suggest performance measures and let lead agencies pilot test these for one year, then assess and refine.  Yet another recommendation is for PTN to require each region to identify a minimum number (perhaps 4) locally-determined performance measures.   Measures must be, well, measureable (must be able to compare baseline data with data at end of performance period to assess progress).  Lead agencies should measure against themselves rather than against other entities or regions.  In addition, lead agencies might be encouraged to develop some sort of report card to serve as 1) a public relations function in the community and, 2) a motivation for planning agencies.  Lead agencies might consider incorporating “green” measures such as fuel efficiency measures.
Statewide Inventory.  PTN needs to update the statewide inventory that was conducted a few years ago.  It is essential to make this inventory consistent across regions and as comprehensive as possible.

TARC.  Take advantage of multiple venues for peer-sharing such as TARC and PTN Semi-Annual meetings.
FINAL THOUGHTS
· Need to update regional plans.  This is huge.

· Need structure statewide

· Build in flexibility for local differences

· Communication is essential and needs to be improved among all parties

· Combine funding pieces (5310) into regional planning process

· Need to build staff capacity.  To do this, lead agencies need assurance of long-term funding.

· Set up evergreen-type contracts to provide for “consultants on demand”

· Require locally-driven performance measures.
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