



MATOC After-Action Report
 Presidential Inauguration 

Summary: 

The 2009 Presidential Inauguration was the first significant planned event to occur during the Metropolitan Area Transportation Operations Coordination Program (MATOC) “trial phase” of operations. MATOC’s role was originally planned to be one of observation. MATOC was invited to participate in stakeholder planning meetings, conference calls and training sessions. As the inauguration grew closer it was decided that MATOC would occupy a seat at the DC Emergency Operations Center (EOC). MATOC staffed a desk in the EOC for eight hours on Jan 18 and 19 and for 16 hours on Jan 20. 
The inauguration provided an opportunity for MATOC to confirm its relevance, test “trial phase” procedures, build relationships and develop a solid understanding of the stakeholder’s informational needs. The overall experience was very positive and well received. MATOC quickly integrated into the DC EOC, providing regional transportation and traffic information to the MD SHA and VDOT Transportation Operations Center (TOC) Situation Rooms, to the DC EOC participants (including DDOT), and through situation reports uploaded into the Capital Wireless Integrated Net (CapWIN) transportation chat room and DC’s WebEOC emergency management software.  
Two situations highlight the value added by MATOC during the inauguration. MATOC was able to quickly assess METRO parking lot information gathered from the WMATA personnel in the EOC and relay the information to the personnel in the DOTs. The information was used to manage the Variable Message Signs (VMS) and route traffic to the appropriate METRO stations. MATOC was also instrumental in facilitating incident information during a fatal vehicle accident that closed the Clara Barton Parkway for more than 4 hours. By querying law enforcement personnel in the EOC, MATOC was able to quickly learn the details of the incident and relay it to the MD SHA personnel, who initiated their Incident Management Plan. The early deployment of message signs and diversions averted significant congestion.  
The feedback from the stakeholders and others dealing with MATOC during the Inauguration was positive. MATOC made an impression in the DC EOC by integrating with EOC participants as if it were a regular player. MATOC shared information gleaned from all resources and quickly relayed it to other stakeholders and interested parties.   

Incident/Event Overview: 

In preparation for the inauguration, MATOC attended numerous VDOT, DDOT and MD SHA inauguration planning meetings. In addition to the DOT meetings, MATOC attended the CapWIN inauguration preparation meeting; the I-95 Corridor Coalition inauguration preparation conference calls; and the INRIX Inauguration preparation webcast. As a result of the preparation meetings, MATOC was able to identify specific information to focus on and developed a communications strategy to meet its goals.  
MATOC was physically located at the HSEMA (DC EOC) on Sunday, Monday and Tuesday. MATOC notified stakeholders of its location and contact information for the event. MATOC monitored RITIS, CAPWin, WTOP, INRIX, and Trafficland CCTV account throughout the three day period. MATOC provided regular situation reports to the MATOC stakeholders; provided information on transportation incidents and activities into WebEOC; and provided information on transportation incidents to other requesting agencies including MSP, MEMA and VDEM.

Incident/Event Goals: 

The goals for MATOC during the inauguration were:

Maintain regional situational awareness of transportation incidents

· Monitoring regional incident activity

MATOC used RITIS, CapWIN, WTOP, WebEOC, INRIX, Trafficland Cameras, TOC contacts and personal contacts established in the EOC to monitor regional transportation incident activity. MATOC was the only entity in the DC EOC that had a grasp of the regional traffic situation. MATOC provided situation reports to the DOT TOCs, CapWIN users and through situation reports entered into DC’s WebEOC software. MATOC was aware of all incidents that occurred on NCR interstates and significant incidents on all major arteries and provided timely situation reports to all stakeholders.    
As noted in the Executive summary, there were two situations that stood out and highlighted MATOC’s significance. The first is presented here and the second below in the “communicate incident information” section.  During the planning phase it was determined that MATOC could play a significant role if it could gather METRO parking lot fill status and pass it on to the TOCs. The information was critical to those managing the Variable Message Signs (VMS) as they were being used to route traffic to the closest METRO station that had parking spaces available. On their first visit to the DC EOC, MATOC personnel introduced themselves to the WMATA liaison in the EOC. MATOC communicated the needs of the DOTs and a relationship was instantly established. Beginning at 3:30am on the morning of the Inauguration, MATOC and WMATA personnel began sharing parking lot and traffic queue information back and forth. This information was then relayed to the DOT personnel in the Centers. By 5:00 am significant congestion developed at the Greenbelt, Shady Grove, Vienna and Springfield METRO stations because there was only one person taking the parking fee at each METRO station. This resulted in significant congestion that spilled onto  the adjacent interstate highways. MATOC immediately relayed the information to the WMATA rep in the EOC, who in turn notified WMATA headquarters. WMATA remedied the situation by discontinuing the parking fee collection at the end line stations.  Additionally, METRO was reporting parking lots as being filled when DOT units on the scene observed much less volume.  In many cases MATOC provided WMATA of their actual lot status.  

· Confirm data interfaces perform as designed. Work with CATT Lab to resolve anomalies or requested improvements to the system  

MATOC was able to perform an extensive evaluation of RITIS and CapWIN during the inauguration activities. Both programs performed consistent with their design. One stakeholder raised a question about a RITIS data feed during the event. The  CATT Lab personnel were called and immediately assessed the situation. There was no problem with the data feeds.  MATOC remains in constant contact with the CATT lab and makes recommendation on enhancements; however none of this is based on performance evaluated during the inauguration.

MATOC recognized the need for its own Trafficland video feed account. On January 19th their were problems with the WTOP video feeds; DDOT provided access to their Trafficland account and the problem was remedied.  

MATOC should establish WebEOC accounts with MD, DC and VA. 
Communicate incident information in a timely, consistent, and reliable manner

· Making notification of key incident information for major transportation incidents

MATOC notified the key stakeholders throughout the event. This was accomplished through direct phone calls for information that was deemed to be time sensitive and email and pager notification for situational awareness messages. 
The second situation that highlighted MATOCs significance occurred a little after 8am when an accident occurred on the Clara Barton Parkway in Maryland. MD SHA heard of the incident on a scanner and immediately called MATOC in the DC EOC to see if additional information was available. MATOC immediately went to the US Park Police liaison in the EOC and inquired. The USPP Lieutenant was not aware on the incident but contacted USPP communications at MATOC’s request. It was learned that a fatal accident had just occurred, all lanes were closed, an investigation was needed and the parkway would be closed for at least 4 hours. This information was immediately reported to MD SHA personnel and the Montgomery County Traffic Management Center personnel. The other stakeholders, the CapWIN users and the DC EOC were notified via a situation report. On the scene MD SHA quickly assembled portable message signs and established a diversion route.  The early confirmation and information exchange led to rapid deployment of message signs, a diversion plan and ultimately averted significant congestion.  

It was recognized during the event that the situational awareness messages were communicated to the DOT managers and high ranking stakeholder personnel. In the future the operating center supervisors and operators should be included in the distribution.  

· Providing situation reports and updates to participating agencies

All incident information was relayed to the MD SHA and VDOT TOCs.  Situation Reports were posted in CapWIN, which were shared with a significant number of law enforcement, transportation and transit agencies. Situation Reports were posted to DC’s WebEOC.  The MEMA representative in the DC EOC copied and pasted MATOC  SitReps to the MD WebEOC software. 
As mentioned above, MATOC should establish WebEOC accounts with MD, DC and VA. 

· Develop coordination links between the TOCs  

MATOC quickly integrated into the DC EOC, providing regional transportation and traffic information to the on site participants and submitted incident information and situational awareness to the electronic tools such as WebEOC and CapWIN. All information gleaned through MATOC resources or the DC EOC was relayed to the Maryland and Virginia DOT situation rooms in a timely manner. 

MATOCs original plan was to provide staff to the MD SHA’s SOC and VDOT’s PSTOC. It was believed that there would be significant congestion on the interstates and therefore our presence at both centers was discussed. During the final week of preparation it was decided to staff a position at the DC EOC. In retrospect, being in the DC EOC proved to be a good move. For this event, the MD and VA DOT situation rooms were well staffed and our presence in the DC EOC assured true regional coverage of the transportation network. 

The late location change was easily implemented with notification to the stakeholders of MATOC’s physical location and revised contact information.  

 In the past VDOT has not focused on the CapWIN software. During the Inauguration CapWIN placed a CapWIN operator in the PSTOC. MATOC communicated routinely with the situation room however did not send messages directly to the CapWIN operator. The operator did have access to the situation reports posted to the transportation room however there was not direct communications. In retrospect, the CapWIN operator (VDOT when they come on line) should be communicated with directly. 

Ensure that traffic management actions were coordinated 

MATOC made sure that all stakeholders and interested parties were notified of significant events and updated throughout the day. Situation Reports were distributed routinely. The Clara Barton Parkway incident presented above clearly demonstrated MATOC’s effort to coordinate trafc management actions.   
Recommendations: 
1. MATOC needs to notify TOC supervisors and operators of specific regional incidents. Up to the Inauguration, MATOC had been notifying the managers and high ranking stakeholders. Notifications were not hampered or delayed during the inauguration because most were for situational awareness and the DOT situation rooms were appropriately notified directly. It was recognized however that during day to day operations or special events where a stakeholder is impacted, there has to be direct communications with the TOC staff, those responsible to mitigate at a tactical level.  

2. MATOC recognized the need for its own Trafficland video feed account. On January 19th problems were noted with the WTOP video feeds. DDOT provided MATOC with access to their Trafficland account and the problem was remedied.  

3. MATOC recognized the need to establish WebEOC accounts with MD, DC and VA. 

4. MATOC should make an effort to meet with as many of the NCR municipality leaders and public safety representatives as possible. MATOC was not hampered during the Inauguration by being a new player however it is recognized that increased awareness will benefit the program. 

5. MATOC should develop a mechanism to deliver traveler information (this comment was offered as part of the after action questionnaire)

6. MATOC should continue in its role as facilitator in future planned events. Additional responsibilities including assembly and distribution of event SOPs, stakeholder phone lists, maps, etc should be incorporated into its responsibilities (this comment was offered as part of the after action questionnaire)
Conclusion: 

In its first true test and during one of the largest events in NCR history, MATOC was successful in tracking NCR transportation incidents, communicating significant incident information to key stakeholders and facilitating situational awareness among a variety of participants.  MATOC met and exceeded its goals and objectives and left a positive impression on everyone it encountered. MATOC documented its success as well as areas in need of improvement. The experience gained during the inauguration and routine day to day operations will be used to help MATOC refine its Concept of Operations. MATOC anticipates an official start date of July 1, 2009. 








