Characterizing Possible MPO Roles in System Operations 

and 

Security/Disaster Planning
The role of MPOs in regional planning and decision-making will vary from one region to another.  In some cases, MPOs have a long history of strongly influencing operations strategies for the regional transportation system.  In others, the MPOs have very little authority or responsibility beyond that of developing the transportation plan and transportation improvement program.  Recently, the U.S. Department of Transportation (USDOT) and many other groups have been looking closely at institutional strategies for providing metropolitan-level coordination of transportation system operations.  In particular, the role of the MPO in such coordination has been the topic of much discussion.  The roles outlined below are good point of departure for the roles that MPOs could play in security/disaster planning, and are thus described below.      

Traditional
The MPO incorporates system management and operations (M&O) in its ongoing transportation planning activities.  The focus would be on specific M&O projects that arise as part of the transportation planning process; but the primary responsibility for operations-type projects would rest elsewhere, most likely with the region’s operations agencies.  

Convener:
The MPO would act as a forum where operations plans could be discussed and coordinated with other plans in the region.  Regular meetings on operations issues would be held, but the MPO would still not be responsible for developing a regional operations plan.  

Champion:
The MPO works aggressively to develop a regional consensus on operations planning.  MPO planners work with operating agencies to create programs and projects that improve system performance.  The MPO takes the lead in developing regional agreements on coordinated operations.

Developer:
The MPO would develop regional operations plans in addition to incorporating operations strategies into the transportation plan.  System-oriented performance measures would be used to identify strategic operations gaps in the transportation system.  

Operator:
The MPO would be responsible for implementing operations strategies that were developed as part of the MPO-led planning process.  

These five potential roles for MPOs in transportation systems management and operations show increasing levels of involvement and responsibility.  It is not likely that many MPOs would adopt the last role, that is, act as the implementer of operations strategies, although such a role has been adopted by a very limited number of MPOs for very specific strategies.  Given the strong influence of security/public safety/emergency management agencies in dealing with security/disaster incidents, it is likely that the most appropriate MPO roles will be found in the first two or three described above.  Indeed, the aftermath of the September 11th incidents has resulted in the MPOs in New York and Washington D.C. playing a more active role in security/disaster planning.  In particular, the focus has been on funding better communications technologies that can be used for a coordinated response to future incidents. 

MPO Roles Relating to Phases of Security/Disaster Incidents

Figure 1 presents a concept of what roles an MPO might be able to adopt for different phases of a security/disaster incident.  As shown, the major roles for an MPO would primarily be as a convener or champion for many of the actions that relate to the prevention, response/mitigation, monitoring and recovery phases.  In each case, the MPO would most likely focus on some aspect of the transportation system that is part of the larger regional response to security/disaster incidents.  Thus, although Table 2 shows the MPO possibly adopting a developer role for monitoring/information, this would likely be focused on the such things as traveler information systems, and not the types of strategies and actions that would be the primary responsibility of security/public safety/emergency management agencies.  As shown, there is very little role likely for the MPO in the investigation phase.  

Table 2 presents types of actions that an MPO could take in each phase of a security/disaster incident.  The list in Table 2 is not intended to suggest that MPOs would undertake all of the actions shown.  Rather, some subset of this list could be adopted by the MPO in support of a region’s strategy for dealing with security/disaster incidents.  Each of these actions fits into one or more of the MPO roles shown in Figure 1 and discussed above.  

Given the MPO’s strengths in technical analysis and transportation planning, the actions that seem most appropriate for the MPO in the context of security/disaster planning are:

· Conducting vulnerability analyses on regional transportation facilities and services
· Analyzing transportation network for redundancies in moving large numbers of people (e.g., modeling person and vehicle flows with major links removed or reversed, accommodating street closures, adaptive signal control strategies, impact of traveler information systems), and strategies for dealing with “choke” points such as tollbooths.

· Analyzing transportation network for emergency route planning/strategic gaps in the network

Figure 1--Potential MPO Roles in Security/Disaster Incident Phase
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	Stage of Incident
	Possible MPO Role

	Prevention
	· Funding new strategies/technologies/projects that can help prevent events

· Conducting vulnerability analyses on regional transportation facilities and services

· Secure management of data and information on transportation system vulnerabilities

· Providing forum for security/safety agencies to coordinate surveillance and prevention strategies

· Fund and perhaps coordinate regional transportation surveillance system that can identify potential danger prior to its occurring

· Coordinate drills and exercises among transportation providers to practice emergency plans

· Coordinate with security officials in development of prevention strategies

· Hazardous route planning

· Disseminate (and possibly coordinate) research on structural integrity in explosion circumstance and standard designs 

	Mitigation
	· Analyzing transportation network for redundancies in moving large numbers of people (e.g., modeling person and vehicle flows with major links removed or reversed, accommodating street closures, adaptive signal control strategies, impact of traveler information systems), strategies for dealing with “choke” points such as toll booths)

· Analyzing transportation network for emergency route planning/strategic gaps in network

· Providing forum for discussions on coordinating emergency response

· Disseminating best practices in incident-specific engineering design and emergency response to agencies

· Disseminating public information on options available for possible response

· Funding communications systems and other technology to speed response to incident

	Monitoring
	· Funding surveillance and detection systems

· Proposing protocols for non-security/safety agency response (e.g. local governments)

· Coordinating public information dissemination strategies

· Funding communications systems for emergency response teams and agencies

	Recovery
	· Conducting transportation network analyses to determine most effective recovery investment strategies

· Acting as a forum for developing appropriate recovery strategies

· Funding recovery strategies

· Coordinate stockpiling of strategic road/bridge components for rapid reconstruction

	Investigation
	· Providing any data collected as part of surveillance/monitoring that might be useful for the investigation

	Institutional Learning
	· Acting as forum for regional assessment of organizational and transportation systems response

· Conducting targeted studies on identified deficiencies and recommending corrective action

· Coordinating changes to multi-agency actions that will improve future responses

· Funding new strategies/technologies/projects that will better prepare region for next event


	Definitions:
	Prevention
	Preventing a potential attacker from carrying out a successful attack


	
	Mitigation
	Reducing the harmful impact of an attack as it occurs and in the immediate aftermath

	
	Monitoring
	Recognizing that an attack is underway, characterizing it, and monitoring developments

	
	Recovery
	Facilitating rapid reconstruction of services after an attack

	
	Investigation
	Determining what happened in an attack, how it happened, and who was responsible

	
	Institutional Learning
	Conducting a self assessment of organizational actions before, during and after incident


Given the MPO’s responsibilities for funding strategies and projects that will improve the performance of the transportation system, the actions that seem most appropriate for the MPO in the context of security/disaster planning are:

· Funding new strategies/technologies/projects that can help prevent events

· Funding and perhaps coordinating regional transportation surveillance system that can identify potential danger prior to its occurring
· Funding communications systems and other technology to speed response to incident

· Funding recovery strategies
Given the MPO’s role as a forum for cooperative decision-making, the actions that seem most appropriate for the MPO in the context of security/disaster planning are:

·  
Providing a forum for security/safety agencies to coordinate surveillance and prevention strategies

· Coordinating drills and exercises among transportation providers to practice emergency plans

· Coordinating with security officials in development of prevention strategies

· Providing forum for discussions on coordinating emergency response

· Coordinating public information dissemination strategies

· Acting as a forum for developing appropriate recovery strategies

· Coordinating the stockpiling of strategic road/bridge components for rapid reconstruction

· Coordinating changes to multi-agency actions that will improve future responses

One of the more interesting and perhaps critical roles that the MPO can play is in the institutional learning phase of a security/disaster incident.  In this phase, the MPO can collect relevant information on the manner in which the region responded to the incident, not only the official response in terms of the movement of emergency and public safety vehicles, but also how the public reacted and the strategies adopted by travelers in responding to any disruption.  With this data, the MPO and other agencies can analyze the recent incident response in order to develop improved strategies for handling the next incident.  The MPO is in a unique position to adopt a lead role in this institutional learning phase of a security/disaster incident.

The Role of Security Risks in Transportation Planning

Prior to September 11th, 
state DOTs thought of security issues as being operational, not planning, issues.  Principal responsibility usually rested with law enforcement agencies.  State DOT involvement was mostly in a support role in development of emergency response plans.  Security issues were not an issue in most state and MPO surface transportation planning processes.  Transportation Improvement Programs (TIPs) at the state and MPO levels did not contain allocations for security related issues.  Agencies are now faced with determining how security concerns should be integrated into how we plan, design, implement and operate transportation facilities and services.  Is security simply another goal for our transportation system that can be integrated into our planning similarly to how we accommodate safety concerns today, or does addressing security require more radical changes including such actions as redefining organizational structures, modifying basic planning processes and developing or refining planning methods, models and tools?

The goal of transportation planning is generally to lay out a vision of the transportation system and its role in the overall economy and quality of life, specifically identifying priorities and goals that will drive subsequent decisions on investments.  The plan also often lays out the processes by which these visions are turned into specific implementable projects.  Exactly how the transportation planning process might be altered in light of security risks is explored in the context of the security risk definition noted previously.

Conclusions

This paper has outlined possible roles for MPOs in a regional strategy for handling security/disaster incidents.  The role that is appropriate for any particular MPO will very much depend on the political and institutional context for that region, and the expertise and capabilities of the MPO staff.  Given the regional nature of an incident of the scale and scope of the events of September 11th or of a natural disaster such as an earthquake, the MPO has potentially an important role to play. In fact, existing MPO hurricane and disaster evacuation plans are a good starting point and may be sufficient for the types of incidents anticipated.   Clearly, the security, public safety and transportation operating agencies have the primary responsibility for responding to such incidents.  However, outside of the immediate urgency of response when agencies have the opportunity to think about the requirements for a coordinated response to potential incidents and how to handle the subsequent demands on the transportation system, the MPO as a forum for cooperative decision making, as a funder of regional transportation strategies, and as a region’s core capability in technical analysis of the transportation network has a critical role to
