October 2nd Regional Operations Workshop Summary

Regional Operations Workshop

MATOC

October 2, 2008

A MATOC Regional Operations Workshop was held on October 2, 2008 at the CATT Laboratory at the University of Maryland.  The purpose of the workshop was to discuss MATOC standard operating procedures with key operations personnel from the District Department of Transportation (DDOT), the Maryland State Highway Administration (MD SHA), the Virginia Department of Transportation (VDOT) and the Washington Metropolitan Area Transit Authority (WMATA).

Alvin Marquess led the group introductions and gave a short explanation of the events of the day.  Dick Steeg explained MATOC and what the goals of the program were and how it is still in the development process.  Mr. Steeg explained that there are five “owners” of MATOC, which include DDOT, VDOT, MDSHA, WMATA, and COG.  He noted that MATOC is not focused on handling or overseeing tactics or telling the agencies what to do.  He explained that it is focused on enhancing communication between the various transportation agencies throughout the NCR.  Andy Meese added that one of his main visions for MATOC is to help agencies find out information faster.  Mr. Meese stated that most likely everyone who needs to know will eventually find out, but wanted to determine if there is a way that stakeholders can find out faster.  Gary Euler explained that the goal is to move towards an established network vs. a personality based network among operators.
A scenario based approach was used.  The first scenario was designed to elicit discussion of what would happen today if the posed incident occurred.  Succeeding scenarios were designed to enable discussion of how MATOC could be used to improve agency communications and coordination.  For each of the scenarios, the participants were divided into five groups: DDOT, MDSHA, VDOT, the Media and the Public.  During each of the incidents, the groups were questioned at various times throughout the incident: at the onset of the incident, shortly after the incident occurred, and well into the incident.  The focus was around communication and notification.  They were asked: what they would know at the time and what they would be doing at the time.  Due to lively discussion and time constraints, the second and third scenarios were combined and focused on discussion of how MATOC could be used.
In addition to the scenario discussions, Michael Pack gave a brief presentation and demonstration of the RITIS website, showing some of its current functionality including: each agency’s incident data, incident timelines, and field device information.  Mr. Pack explained that he was showing a website version of the information gathered from each participating agency and that there are also direct feeds of all of the information back into each agency’s native system.  

The following information is provided below:

· A list of participants
· The workshop agenda
· A summary of current agency coordination needs/capabilities
· A summary of the scenario discussions
· Various suggestions for improvements
MATOC standard operating procedures are being developed under the guidance of a MATOC Regional Operations Subcommittee chaired by Alvin Marquess of Maryland SHA.  The participants at this meeting will be asked to review and comment on the SOPs as they are prepared and evolve during the initial MATOC operating phase.
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Agenda:
9:00 - Welcome and Introductions - Alvin Marquess, Chair Regional Operations Subcommittee
9:10 - Opening Remarks - Dick Steeg, Chair MATOC Steering Committee and Participant Introductions
9:10 - Approach - Lea Johnson, Meeting Facilitator

10:00 - Scenario One - Scheduled Road Closure and Major Roadway Incident
During a summer day, DDOT is forced to shut down Georgia Avenue and Connecticut Avenue for six hours between 9am to 3pm for an anti-war protest rally.  The rally brings over half a million people from all over the United States.  Two major arterials are shut down for this extended period not allowing any vehicular traffic. DDOT is involved in planning and managing the rally, relevant roadway closures and detours as necessary to ensure alternative traffic operations.

11:30 - Scenario Two – Major Incident of Metro Green Line
During a weekday summer afternoon, three hours to the Nationals sold-out game, two green line trains collide as they are using the same track between Navy Yard and Waterfront stations on the Green Line.  The train collision causes trains to go off the tracks and smash into tunnel walls, killing two construction/track repair personnel working on the other track.  Train collision also causes several serious injuries for passengers inside both trains.  Passengers use cellphones to call 911 and request emergency response.  Upon knowledge of the train accident, Metro shuts service for Green Line north of L’Enfant Plaza station.

1:30 - Scenario Three – Accident on 495 at Intersection with George Washington Memorial Parkway
During a cold and foggy winter morning, the northbound span of American Legion Bridge accumulates a layer of ice as a result of overnight rain and extremely low temperatures. Unaware of the icy conditions, several cars loose control and cause an accident midway on the bridge at the height of rush hour.  Extreme foggy conditions cause a chain reaction accident in which 25 vehicles are involved.  Motorists use their cell phones to call 911 to request assistance.  There are several serious injuries and entrapments in the vehicle pileup.  The travel lanes are completely blocked on the inner loop crossing the bridge. Bail out traffic is heavy on local roads as commuters try to avoid the incident.  Rubber necking delays cause serious back-ups on the Maryland approach to the bridge.

2:45 

2:45 - Summarize Opportunities for Improved Communications and Information Sharing

3:00 - Next Steps
Current Agency Coordination Needs and Capabilities:
DDOT 

· Currently processes work orders for signals

· Has a specific person assigned to notify media

· Can recommend to WMATA to change the bus routes

· If necessary, will start EOC which has representatives from each agency present
· Can alter signal systems in the district

WMATA

· Rail cannot add more trains since already at maximum number during rush hour, however, can consider extending rush hour

· Receives calls from DDOT about incidents
· Can update the website with the latest info

· The Bus system has street supervisors who can direct people at stops where to go
· In general, personality based network used to find out information
CHART

· Receives and sends alerts from DDOT and VDOT, will do a direct call if necessary

· Can offer to help to DDOT if in any way possible
· Can increase patrol units in the area

· Can join into the CapWin session

· Can post messages on signs directing drivers

· Can contact MCTMC to notify them to alter bus routes and signal timing
VDOT
· Receives and sends alerts from CHART and DDOT

· Can post messages on signs directing drivers
· Can alter reversible lane configuration in a major emegency
Summary of Potential Regional Emergency Communication Systems Currently in use:

· EMnet

· Teletype

· WebEOC

· RICCS

· Waywatch

· CapWin

· Satellite Phones
· Landline Phones
· WAWAS

· CHART – MdSHA

· CapTop – DDOT

· OpenTMS/VATraffic – VDOT

WMATA – CAD only

Scenario Discussion Summary:

Group / Stakeholder Timeline Summary

Scenario 1 - Part 1:

Media:

1. Media outlets know about the event.  Ones who have access to camera feeds and helicopters can monitor the situation.

2. Notifying public.

Public:

1. If the rally is 500,000 people than most likely people are already going to know to take alternate routes, the people that aren’t going to know about alternate routes are the visitors from out of town.

2. METRO Impact- crowding

3. Not all people can telecommute or avoid specific roads.
DDOT:

1. Day before the event the alerts went out.
2. CCTV noticed that there was more people than they had anticipated.

3. CAPTOP sent out alert direct traffic another way. All traffic management has access to this.  Could also use a signal detection system.

4. Send out e-mail/text to VDOT, MDOT, etc (people had to sign up for this alert system)

5. Calls MDOT, WMATA, VDOT.

6. MPD, LEA’s- EOC discuss what situation is.  They come as soon as they get the text/e-mail.  The EOC is responsible for the WAWASH phone.

7. Media is updated by phone or e-mail.

8. Message Boards are reprogrammed for alternate routes (May have changed message to something else).

9. Confirm with WMATA about shuttles.

WMATA (Rail):

1. Knew right before and decided they would not open the EOC and can up with alternate routes already.

2. Found out unexpected volumes of people in DC so needed to make new plans.

3. Can’t add additional trains so decided to extend rush hour or hold operators over time.

WMATA (Bus):

1. Try to figure out where to reroute the buses to get them running.

2. Receive calls from DDOT stating which streets are open, the time of day, and the duration of the event.  Constantly receiving updates.

3. When the EOC is active they keep everyone informed by phone.

MDSHA:

1. SOC calls/text/e-mail to others.

2. Direct call with DDOT to find what is needed.

3. Start internal notification- managers, Prince George’s people, secretary office, etc.

4. External notification- Help DDOT.
5. MD University notification.
6. Open CHART and put in an incident and change the VMS.

7. May bump up to 3 or 4 field response units.

8. Help create a CAPWIN to stay in constant communication.
9. Conference Calls.
10. WAWASH phone- everyone is connected and can pick up.

VDOT:

1. Info received via RICCS.

2. Monitor crossings into DC.
3. Situational awareness.
4. VMS message on I-395 (14th street bridge issues) and I-66 to make public aware of situation.

5. Floodgate message on 511 system.
6. Keep monitoring the situation for potential volume surge especially SB 395 and WB I-66.

Scenario 1- Part 2:

Media:

1. Trying to get information- calling all the agencies.
2. Trying to validate information.
3. Mingling messages.
4. Could be reporting erroneous information.

Public:

1. What should I do?

2. What roads are moving?

3. Employers- What do I tell my employees?

4. Businesses- Can I make deliveries?

DDOT:

1. Receiving a high volume of calls.
2. On the phone calling evening shift to come in early.

3. Finding out in METRO is extending the AM Rush.
4. Signals- timing tweaked.

5. Web EOC coordinating, Needed?, Where?, When?

6. Updated in 10 min. intervals.
7. TCO (Traffic Control Officers) dispatched .
8. ROP deployed- 4-6 blocks out.
9. CCTV.
10. Re-route to 495 out of city.

11. Plan for PM Rush (MDOT- VDOT).
WMATA (Rail):

1. Notify local media about extended rush hour.  The media has access to control center.

2. Notify T.O. and SM about extended rush hour.

WMATA (Bus):

1. BOCC Receiving info from EOC.
2. Contacting Montgomery County on road closures and crowd updates.

3. Visually observing video coverage of areas.

4. Establishing bus bridge routes.
5. Calling divisions for additional buses and operators.

MDSHA:

1. Continue monitoring/ TOC- Trafficland and CCTV, etc.

2. If the inbound routes cause additional backing on Wisc. River, North Beach and it affects I-495 - would close ramps as needed.

3. MCTMC can have aviation to keep an eye on the situation.
4. I-95 diversion plan forcing travel to VA and points south to choose I-95S vs. I495.

5. Let VDOT know by phone what they are doing.

VDOT:

1. Continue to monitor and address the re-routed traffic- update signs if needed.

2. Look at HOV facilities to see if they need to lift restrictions, etc.

Scenario 1- Part 3:
Media:

1. Consistency between messages.

DDOT:

1. Informed media, updating what is happening.

2. Add more Traffic control officers for extra pedestrians walking around.

3. Talking to MDOT and VDOT about impact.

WMATA:

1. Calling around to find out when rally is over.

2. Getting ready for the PM Rush.
3. Additional shuttle buses to help rail out.

4. Put notice on web page.
5. The traffic home from events is more dense than to the event so they will probably need more personnel.  Also a problem with exit points on METRO.

MDSHA:

1. Monitor traffic going out and drop off points will cause back up in those areas.

VDOT:

1. Need to know volume timing and destination.

Scenario 2 & 3 Combined:

WMATA:

1. Receive info from Ems.
2. Stop all train service in that area.
3. Notify Bus.
4. Make announcements to customer via website and e-alerts, and PA.

5. Send someone to be in unified command to coordinate efforts, resolve situation and coordinate cleanup.

6. Media is notified.
7. RICCS messages.
8. Bus talks to DDOT to get a rep to get traffic lights to get buses moving.

DDOT:

1. Notified by WMATA, only care if the power outage affects signals in DC.
2. Send out own alerts.
3. EOC setup, Emergency Response.
4. Stir people away from area.

MDSHA:

1. If they are notified could change their signs to say stay away from green line.

2. Contact VDOT and Montgomery County.
3. Detour traffic from bridge.
4. Constant communication.
5. Notify transcom and media, police, fire.
6. Change VMS.
7. Notified through e-mail and text.

MATOC Improvement Suggestions:

· A method for the facilitator to link incidents would be useful.  For example, if different agencies are responding to the same incident.

· Communications between agencies takes up a large amount of operator time and generally slows down response times.  Agencies focus needs to be on the incident and coordinating their agencies response.  If the facilitator could alleviate some of the intra-agency communication requirements from the operators this would be beneficial.

· A method for facilitator to make basic communication known to all users would help prevent redundant communication and uncertainty.  For example, confirmation that another agency has been informed, or a way to notify users that a conference call has been scheduled.

· If WMATA had access to RITIS they could see where the congestion and problems are in able to more efficiently redirect busses.

· Getting police CAD into RITIS would allow an alternative detection method for incidents.

· There were discussions of integrating bus AVL and CHART Unit AVL into RITIS to see exactly where the vehicles are.  This may help determine if there is a nearby unit which could help with an incident.  The CATT Lab could also potentially use this information to help populate travel times and other speed related information.

· DDOT has sensitive information which cannot be shared with the public.  This can be addressed prior to sending data into RITIS, or RITIS can filter and sort the information once it receives it.

· Tracking how people arrive into the city for events would allow better planning for their departure.
· Multi-regional after action reports would assist in improving coordination and improving on incident response as a region.

· The facilitator should only call agencies if they see there is no action taken on a particular incident.
· DDOT would like everyone to call them directly at 671-DDOT for all initial reports.

· WMATA Bus would like to know of every incident going on to help them stay on schedule.

· Initiating more conference calls is an immediate action which can be taken.
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