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PREFACE 

T h i s  r e p o r t  i s  t h e  l a s t  of  a  s e t  o f  t h r e e  p repared  by 

H S R I  which summarize t h e  o b s e r v a t i o n s ,  c o n c l u s i o n s  and 

recommendations of  t h e  HSRI s t a f f  r e l a t i v e  t o  t h e  management 

sys tem development a s p e c t s  of  t h e  " S a f e t y  Demonstrat ion 

Program f o r  Oakland County, Michigan."  That  demons t ra t ion  

program, schedu led  f o r  t h e  p e r i o d  19 June 1970 - 2 4  June 1972,  

was sponsored  by t h e  Na t iona l  Highway T r a f f i c  S a f e t y  Adminis- 

t r a t i o n  (NHTSA) under C o n t r a c t  FH-11-7542 w i t h  t h e  Oakland 

County Board of  Commissioners. The T r a f f i c  Improvement 

A s s o c i a t i o n  o f  Oakland County ( T I A )  was s e l e c t e d  by t h e  

Commissioners a s  t h e  a c t i o n  agency f o r  t h e  program. The 

HSRI c o n s u l t a n t  s u b - c o n t r a c t  involvement  w i t h  T I A  was f o r  

t h e  p e r i o d  1 August 1970 - 15 November 1971. 

While compiled by H S R I ,  t h i s  r e p o r t  a l s o  r e f l e c t s  t h e  

e f f o r t s  and t h o u g h t s  of  t h e  T I A  Demonstrat ion Program S t a f f ,  

s p e c i f i c a l l y  Messrs .  Bruce B .  Madsen, S t u a r t  R .  P e r k i n s ,  

and Camil le  Banciu ,  and o f  t h e  dozens o f  t r a f f i c  s a f e t y  

p r a c t i t i o n e r s  who p a r t i c i p a t e d  i n  s p e c i a l  Task Forces .  

Acknowledgment i s  a l s o  due t o  t h e  Execu t ive  Committee of t h e  

I n t e r i m  T r a f f i c  S a f e t y  Management System f o r  t h e i r  a d v i c e ,  

a s s i s t a n c e ,  and d i r e c t i o n .  While membership of  t h a t  Committee 

v a r i e d ,  i t  c o n s i s t e d  a t  t h e  c o n c l u s i o n  o f  t h e  HSRI p a r t i c i -  

p a t i o n  o f  Messrs .  N i l e s  E .  Olson (Chairman) , Will iam Hanger,  

Pau l  A. Heber,  Richard  E .  Kimbal l ,  Bruce B .  Madsen, D a n i e l  

T .  Murphy, and E s t o l  L .  Swem. 

However, t h e  r e s p o n s i b i l i t y  f o r  t h e  c o n t e n t s  o f  t h i s  

r e p o r t  r e s t s  w i t h  t h e  H S R I  a u t h o r s .  Thus t h e  o p i n i o n s  and 

c o n c l u s i o n s  do n o t  n e c e s s a r i l y  r e f l e c t  t h o s e  of  T I A ,  t h e  

Oakland County Board of  Commissioners,  o r  NHTSA. 
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1 . 0  INTRODUCTION 

The p r i n c i p a l  i n t e n d e d  t h r u s t  o f  t h e  Oakland County S a f e t y  

Demons t r a t i on  Program was e x p r e s s e d  i n  t h e  pr ime c o n t r a c t  a s  

f o l l o w s :  "The c o n t r a c t o r  [Oakland County Board of  Commissioners] 

s h a l l  d e s i g n ,  implement ,  and e v a l u a t e  new management sys t ems  

and t e c h n i q u e s  f o r  improved e f f i c i e n c y  and e f f e c t i v e n e s s  o f  

l o c a l  highway s a f e t y  programs."  Tha t  t h r u s t  presumably was 

d e r i v e d  from t h e  f o l l o w i n g  c o n s i d e r a t i o n s :  

-- S c a r c e  r e s o u r c e s  a v a i l a b l e  f o r  highway s a f e t y  

programs w i l l  p r o v i d e  g r e a t e s t  impac t  when a p p l i e d  

t o  modern countermeasure  programs which respond t o  

i d e n t i f i e d  p r i o r i t y  a r e a s .  

-- Highway c r a s h e s  a r e  of  complex and m u l t i p l e  c a u s a t i o n ,  

r e q u i r i n g  a g g r e s s i v e  t r e a t m e n t  by mixes o f  d i s c i p l i n e s ,  

f u n c t i o n a l  o p e r a t i o n s ,  a g e n c i e s ,  j u r i s d i c t i o n s ,  e t c . ,  

and t h u s  r e q u i r e  comprehens ive ,  i n t e g r a t e d  and 

c o o r d i n a t e d  p l a n n i n g  and i m p l e m e n t a t i o n .  

-- Modern management sys t em c o n c e p t s  a p p l i e d  l o c a l l y  i n  

highway s a f e t y  p l a n n i n g  w i l l  promote more a c c u r a t e  

d e f i n i t i o n  o f  t h e  problems and a s s o c i a t e d  r e a c t i o n  

p r i o r i t i e s ,  more p r u d e n t  a l l o c a t i o n  o f  l i m i t e d  r e s o u r c e s ,  

and more e f f e c t i v e  and i n t e g r a t e d  m u l t i - j u r i s d i c t i o n a l  

e x e c u t i o n  o f  coun te rmeasu re  programs.  

Those c o n s i d e r a t i o n s  formed t h e  b a s i s  f o r  t h e  c o n s u l t i n g  

a r r angemen t  between t h e  Highway S a f e t y  Research  I n s t i t u t e  (HSRI) 

and t h e  T r a f f i c  Improvement A s s o c i a t i o n  o f  Oakland County ( T I A ) ,  

t h e  f o r m a l l y  i d e n t i f i e d  a c t i o n  agency f o r  t h e  C o u n t y ' s  conduc t  

of  t h e  d e m o n s t r a t i o n  program. The HSRI r e s p o n s i b i l i t y  was 

g e n e r a l l y  t h a t  o f  s u p p o r t i n g  T I A  by i n j e c t i n g  a p p r o p r i a t e  

e l e m e n t s  o f  t r a f f i c  s a f e t y  s t a t e - o f - t h e - a r t ,  of management 

s c i e n c e s  p r i n c i p l e s ,  and o f  e x p e r i e n c e s  o f  o t h e r  j u r i s d i c t i o n s  

i n  t r a f f i c  s a f e t y  management i n  t h e  e v o l u t i o n a r y  development  



of an improved t r a f f i c  s a f e t y  management sys tem f o r  Oakland 

County. 

The management system c o n s i d e r a t i o n s  and recommendations 

t h a t  form t h e  body of t h i s  r e p o r t  were evolved over  a  

f i f teen-month  p e r i o d  d u r i n g  which s e v e r a l  e x p l o r a t o r y  system 

development t a s k s  were conducted.  Thus, a  b r i e f  synops i s  

of t h o s e  development t a s k s  i s  necessa ry  h e r e  t o  p rov ide  

foundat ion  and c o n t e x t  t o  t h e  management system conc lus ions  

p r e s e n t e d  i n  l a t e r  s e c t i o n s .  

The i n i t i a l  t a s k  of  t h a t  system development e f f o r t  i n -  

volved t h e  des ign  and implementat ion of  an i n t e r i m  manage- 

ment system. The recommended c h a r a c t e r i s t i c s  o f  t h a t  i n t e r i m  

sys tem,  i n t e n d e d  both  t o  p rov ide  d i r e c t i o n  f o r  t h e  demonstra- 

t i o n  program and t o  s e r v e  a s  t h e  development seed  f o r  t h e  

f i n a l  sys tem,  were p r e s e n t e d  i n  an H S R I  i n t e r i m  r e p o r t . *  A 

key f e a t u r e  of t h a t  i n t e r i m  system was t h e  Execut ive  Committee, 

composed of r e p r e s e n t a t i v e s  from County government, l o c a l  

government,  and t h e  p r i v a t e  s e c t o r  and i n t e n d e d  t o  p rov ide  

p o l i c y  g u i d e l i n e s  f o r  program o p e r a t i o n  and system develop- 

ment. One of t h e  e a r l y  d e c i s i o n s  of t h a t  Execut ive  Committee 

i s  r e f l e c t e d  i n  t h e  f i n a l  system recommendations p r e s e n t e d  

i n  t h i s  r e p o r t .  That  d e c i s i o n  s p e c i f i e d  t h a t  t h e  f i n a l  

management system recommendations must a d d r e s s  e v o l u t i o n a r y  

improvement of t h e  c u r r e n t  and h i s t o r i c a l  Oakland County 

sys tem,  i . e . ,  a  h i g h - c o o r d i n a t i o n ,  low-contro l  management 

system wi th  T I A  a s  t h e  c e n t r a l  e l ement ,  b u t  w i t h  broad p a r t i c i -  

p a t i o n ,  d i r e c t i o n ,  and s u p p o r t  by t h e  p u b l i c  and p r i v a t e  

s e c t o r s  of t h e  county.  The system d e s i g n  t a s k  t h u s  reduced 

t o  i d e n t i f y i n g  s t r e n g t h s  and weaknesses of  t h e  e x i s t i n g  

o p e r a t i o n  and of d e v i s i n g  recommendations f o r  inc rementa l  

improvement of t h a t  o p e r a t i o n .  The recommendations p r e s e n t e d  

i n  t h i s  r e p o r t  r e f l e c t  t h a t  Execut ive  Committee d i r e c t i v e .  

"Munson, M .  J .  , e t  a l .  "Task 1: I n t e r i m  Management System 
Development",  I n t e r i m  Report No. HSRI-002330-1, November 23 ,  
1970. 2 



The second t a s k  of t h e  sys tem development e f f o r t  i n -  

volved t h e  des ign  and t e s t i n g  of t e c h n i q u e s  f o r  p e r i o d i c  

assessment  of  t h e  County t r a f f i c  s a f e t y  s i t u a t i o n .  These 

t o o l s  f o r  managment use  i n c l u d e d  mass t r a f f i c  a c c i d e n t  

d a t a  a n a l y s i s ,  p r a c t i t i o n e r  s u r v e y s ,  and p r a c t i t i o n e r  t a s k  

f o r c e s ,  a l l  i n t e n d e d  f o r  i n t e g r a t e d  use  i n  p r e c i s e  i d e n t i f i -  

c a t i o n  of  County t r a f f i c  s a f e t y  problems and t h e i r  r e l a t i v e  

s e v e r i t i e s .  How t h o s e  problem i d e n t i f i c a t i o n  t o o l s  f i t  i n  

t h e  recommended f i n a l  management sys tem c o n f i g u r a t i o n  i s  

d i s c u s s e d  i n  l a t e r  s e c t i o n s  of t h i s  r e p o r t .  D e t a i l s  on 

t h e i r  development and t e s t i n g  were g iven  i n  a  second H S R I  

i n t e r i m  r e p o r t . *  

The fol low-up t a s k  t o  t h e  problem i d e n t i f i c a t i o n  methods 

t a s k  i n v o l v e d  t h e  des ign  and t e s t i n g  of  p rocedures  f o r  

deve lop ing  countermeasure p r o j e c t s  and programs commensurate 

w i t h  i d e n t i f i e d  s a f e t y  problems. That  t a s k ,  mainly conducted 

by T I A ,  i nvo lved  use of  p r a c t i t i o n e r  t a s k  f o r c e s  f o r  g e n e r a l  

i d e n t i f i c a t i o n  of program n e e d s ,  t e c h n i c a l  p l a n n i n g  by T I A  

s t a f f ,  and fol low-up review by t h e  same p r a c t i t i o n e r  t a s k  

f o r c e s .  The s u c c e s s f u l  f e a t u r e s  of t h a t  program development 

e f f o r t  a r e  a l s o  r e f l e c t e d  i n  t h e  recommendations p r e s e n t e d  h e r e .  

That  t h e n  i s  t h e  founda t ion  of  t h e  sys tem recommendations 

p r e s e n t e d  h e r e .  S e c t i o n  2 . 0  t h a t  fo l lows  p r e s e n t s  t h e  r e q u i r e d  

f u n c t i o n a l  c h a r a c t e r i s t i c s  of a  g e n e r a l i z e d  t r a f f i c  s a f e t y  

management model. I n  S e c t i o n  3 . 0 ,  t h e  c u r r e n t  county o p e r a t i o n  

i s  compared wi th  t h a t  i d e a l i z e d  model t o  i d e n t i f y  needed 

changes i n  t h e  county o p e r a t i o n .  F i n a l l y ,  S e c t i o n  4 . 0  c o n t a i n s  

t h e  a c t i o n  p l a n  f o r  implementing t h e  recommended sys tem i n  

Oakland County. 

*Munson, M .  J .  e t  a l .  "Task 2 :  Ana lys i s  of  Highway Crash 
Problems and P r i o r i t i e s , "  Vols .  I & 11, I n t e r i m  Report  
No. HSRI-002330-2, A p r i l  1 5 ,  1971. 



2 . 0  A FUNCTIONAL MANAGMENT MODEL 

T r a f f i c  s a f e t y  problems,  l i k e  most s o c i a l  problems,  a r e  

e x t e n s i v e  i n  t y p e ,  magnitude and complexi ty .  Over t h e  y e a r s  

a  myriad of  p r i v a t e  and p u b l i c  a g e n c i e s  has  emerged t o  pro-  

v i d e  a  m u l t i t u d e  of a c t i v i t i e s  and programs i n  r esponse  t o  

t h e  complex s e t  of  t r a f f i c  s a f e t y  problems.  Diverse  r e s p o n s i -  

b i l i t i e s  have been a s s i g n e d  t o  o r  assumed by t h e  v a r i o u s  s t a t e  

and l o c a l  a g e n c i e s ,  r e s u l t i n g  i n  a  s e v e r e l y  fragmented se t  

o f  r e sponses  and s e r v i c e s .  Th i s  f r a g m e n t a t i o n  h a s  l e d  t o  a  

number of i n e f f i c i e n c i e s  , i n c l u d i n g ,  w i t h  t h i s  area-wide 

problem, t h e  l a c k  of  area-wide p l a n n i n g  and management o f  

t r a f f i c  s a f e t y  r e s o u r c e s  and a c t i v i t i e s .  Such a  m u l t i -  

j u r i s d i c t i o n a l  s i t u a t i o n  r e q u i r e s  some c o o r d i n a t i v e  mechanism 

t h a t  i s  e f f e c t i v e ,  y e t  does n o t  d e p r i v e  t h e  autonomous 

j u r i s d i c t i o n s  of  t h e i r  r i g h t f u l  dec is ion-making a u t h o r i t y .  

I t  i s  t h e  b a s i c  purpose of  t h i s  s e c t i o n  t o  o f f e r  a  model 

of  such a  mechanism which w i l l  encourage  and f a c i l i t a t e  t h e  

c o o r d i n a t e d  e x e c u t i o n  of  u n i f i e d  p lanned a c t i o n s  by t h e  

d i v e r s e  autonomous i n s t i t u t i o n s .  This  mechanism i s  termed 

a  "management s y s t e m , "  b u t  one which f a c i l i t a t e s  i n d i v i d u a l  

d e c i s i o n s .  

The model u t i l i z e s  concep t s  from management t h e o r y ,  

p l a n n i n g  t h e o r y ,  and o r g a n i z a t i o n  t h e o r y ,  b u t  i s  unique 

from t h o s e  a r e a s  i n  t h a t  it aims a t  c o o r d i n a t i n g  a  l a r g e  

number of  autonomous and independent  u n i t s .  The model u s e s  

t h e  p r o v i s i o n  and exchange o f  i n f o r m a t i o n  a s  a  b a s i s  f o r  

c o o r d i n a t i n g  decis ion-making by t h e  v a r i o u s  o p e r a t i n g  u n i t s .  

2 . 1  OVERVIEW OF THE MANAGEblENT MODEL 

The management model,  which w i l l  be developed i n  d e t a i l  

be low,  c o n s i s t s  of  t h r e e  d i s t i n c t  segments which form a 



f u n c t i o n a l  h i e r a r c h y .  The f i r s t  segment i s  c a l l e d  

S t r a t e g i c  P l ann ing  and d e a l s  w i t h  g e n e r a l  p o l i c i e s  and 

o b j e c t i v e s  f o r  t h e  sys tem.  These p o l i c i e s  and o b j e c t i v e s  

a r e  f e d  i n t o  t h e  Management P l a n n i n g  segment which deve lops  

programs aimed a t  r e a l i z i n g  t h e  o b j e c t i v e s .  F i n a l l y ,  t h e  

O p e r a t i o n a l  C o n t r o l  segment d e a l s  w i t h  pe r fo rming  t h e  

v a r i o u s  p r o j e c t s  i n c l u d e d  i n  t h e  programs.  T h i s  i s  shown 

s c h e m a t i c a l l y  i n  F i g u r e  1. 

B u i l d i n g  on t h i s  s i m p l e  l i n e a r  s y s t e m ,  t h e  Management 

Model deve loped  h e r e  becomes unique  i n  t h a t  t h e  O p e r a t i o n a l  

C o n t r o l  segment c o n s i s t s  of  autonomous and independen t  u n i t s  

( p o l i t i c a l  j u r i s d i c t i o n s  and a g e n c i e s )  . Thus,  a u t h o r i t y  

r e l a t i o n s h i p s  u s u a l l y  i n h e r e n t  i n  management concep t s  a r e  

n o t  a p p l i c a b l e .  I n s t e a d  of t h e  t r a d i t i o n a l  a u t h o r i t y -  

based  management sys t em,  t h e  i n t e n t i o n  h e r e  i s  t o  deve lop  

such a  sys t em based  on t h e  use  and exchange o f  i n f o r m a t i o n .  

I n f o r m a t i o n  i n  i t s  s i m p l e s t  form i s  knowledge of  some s t a t e  

o r  phenomenon. The p l a n n i n g  a s p e c t  o f  i n f o r m a t i o n  c o n v e r t s  

it t o  "What s t a t e  w i l l  e x i s t  i f  someth ing  i s ,  o r  i s  n o t ,  

done . "  The r e l a t i o n s h i p s  between t h e  t h r e e  segments  w i l l  

be  composed o f  channe l s  and f lows  o f  i n f o r m a t i o n .  

Each o f  t h e  t h r e e  f u n c t i o n a l  segments  r e q u i r e s  in forma-  

t i o n a l  i n p u t s .  The S t r a t e g i c  P l a n n i n g  segment  r e q u i r e s  

i n f o r m a t i o n  on whatever  phenomenon i t  i s  t r y i n g  1:o d e a l  

w i t h  ( t h e  envi ronment  - e . g . ,  t h e  t r a f f i c  c r a s h  s i t u a t i o n )  

i n  o r d e r  t o  e s t a b l i s h  and e v a l u a t e  p o l i c i e s  and o b j e c t i v e s .  

The Management P l a n n i n g  segment r e q u i r e s  i n f o r m a t i o n  on 

how t h e  envi ronment  w i l l  change (has  changed)  when s u b j e c t e d  

t o  v a r i o u s  programs.  The O p e r a t i o n a l  C o n t r o l  segment  

r e q u i r e s  i n f o r m a t i o n  on d i r e c t  p r o j e c t  a c t i o n s  on t h e  en-  

v i ronmen t .  F i g u r e  2 d e p i c t s  t h e  Management System a s  t h r e e  

o v e r l a p p i n g  i n f o r m a t i o n  l o o p s ,  w h i l e  r e t a i n i n g  t h e  l i n e a r  

i n t e r - r e l a t i o n s h i p s  between segmen t s .  
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2 . 2  ASSUMPTIONS U N D E R L Y I N G  THE MODEL 

The above i s  a  b r i e f  overview of  t h e  m u l t i - j u r i s d i c t i o n a l  

Management Model. The d e t a i l s  of each f u n c t i o n a l  segment 

and t h e  i n t e r f a c e  between segments w i l l  be p r e s e n t e d  l a t e r .  

F i r s t  i t  i s  n e c e s s a r y  t o  examine t h e  b a s i c  assumpt ions  

behind such a  Management Model. 

I t  i s  f i r s t  assumed t h a t  a c t u a l  d e l i v e r y  s e r v i c e s  p rov ided  

by t h e  sys tem w i l l  be performed p r i m a r i l y  by a  m u l t i t u d e  o f  

autonomous o p e r a t i n g  u n i t s  ( p o l i t i c a l  j u r i s d i c t i o n ,  p u b l i c  

a g e n c i e s ,  p r i v a t e  o r g a n i z a t i o n s ,  e t c . ) .  The management 

sys tem addressed  h e r e  w i l l  d e a l  w i t h  t h e  c o o r d i n a t i o n  o f  

t h e s e  u n i t s ,  n o t  w i t h  t h e  a c t u a l  d e l i v e r y .  Thus,  pr imary  

concern w i l l  be w i t h  t h e  S t r a t e g i c  P lann ing  and Management 

P lann ing  segments ,  and w i l l  d e a l  w i t h  area-wide p l a n n i n g  

a c t i v i t i e s .  

Second, it i s  assumed t h a t  t h e r e  i s  no l e g a l  b a s i s  f o r  

c o o r d i n a t i n g  t h e  a c t i o n s  of  t h e  autonomous u n i t s .  S o c i e t y  

has  g r a n t e d  home r u l e  autonomy t o  c i t i e s ,  and i n  a d d i t i o n  

has  l e g i t i m i z e d  t h e  independent  r i g h t s  of  l o c a l  u n i t s  o f  

government.  This  autonomy i s  n o t  t o  be s a c r i f i c e d  e a s i l y .  

A s  a  r e s u l t ,  however,  any a t t e m p t  z t  h a n d l i n g  problems on a 

r e g i o n a l  o r  area-wide b a s i s  must look t o  something o t h e r  

t h a n  l e g a l  s a n c t i o n s  f o r  i t s  d r i v i n g  f o r c e .  Another means 

must be developed f o r  m o t i v a t i n g  c o o p e r a t i v e  b e h a v i o r .  

The t h i r d  zssumption d e a l s  w i t h  t h e  b e h a v i o r a l  p a t t e r n s  

o f  t h e  i n d i v i d u a l  o p e r a t i n g  u n i t s .  I t  i s  assumed t h a t  each 

o p e r a t i n g  u n i t  w i l l  make i t s  d e c i s i o n  t o  p a r t i c i p a t e  i n  

c o o p e r a t i v e  a c t i v i t i e s  based  on t h e  p e r c e i v e d  c o s t  o f  

p a r t i c i p a t i o n  and t h e  p e r c e i v e d  b e n e f i t s  o f  p a r t i c i p a t i o n .  

T h i s  co r responds  t o  t h e  " inducement -con t r ibu t ion"  concep t  

of  o r g a n i z a t i o n  t h e o r y . "  An o p e r a t i n g  u n i t  cannot  be  

e x p e c t e d  t o  p a r t i c i p a t e  u n l e s s  t h e  inducements  o f f e r e d  a r e  

*This  concept  i s  d e s c r i b e d  i n  Simon, H .  and March, J . ,  
O r g a n i z a t i o n s ,  Wiley: New York, 1964,  p .  84. 
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a t  l e a s t  e q u a l  t o  t h e  c o n t r i b u t i o n s  r e q u i r e d ,  and a t  l e a s t  

e q u a l  t o  inducements o f f e r e d  by competing a c t i v i t i e s ,  

o r  by n o n - p a r t i c i p a t i o n .  

Applying t h i s  concept  t o  t h e  v a r i o u s  o p e r a t i n g  u n i t s ,  

s e v e r a l  f a c t o r s  emerge which must be d e a l t  w i t h  by t h e  

management system. While t h e  management sys tem i s  d e a l i n g  

w i t h  a  s e r i e s  o f  autonomous o r g a n i z a t i o n s ,  it i s  a l s o  

d e a l i n g  w i t h  t h e  i n d i v i d u a l s  who make t h e  d e c i s i o n s  f o r  

each of t h e s e  o r g a n i z a t i o n s .  Thus,  inducements  can be  

d i r e c t e d  t o  e i t h e r  ( o r  b o t h )  t h e  i n d i v i d u a l  and t h e  

o r g a n i z a t i o n .  Organ iza t ion  o r  i n d i v i d u a l  d i r e c t e d  induce-  

ments a l o n e  may n o t  be s u f f i c i e n t  t o  induce  p a r t i c i p a t i o n ,  

b u t  combina t ions ,  v a r y i n g  w i t h  each c a s e ,  may be s u c c e s s f u l .  

Note t h a t  t h i s  i s  n o t  i n t e n d e d  t o  d e ~ e a n  t h e  i n d i v i d u a l s  

i n v o l v e d  by p l a y i n g  up t h e i r  s e l f - i n t e r e s t .  On t h e  c o n t r a r y ,  

i n d i v i d u a l  d i r e c t e d  inducements may have t o  be more p u b l i c  

s e r v i c e  o r i e n t e d  t h a n  t h o s e  d i r e c t e d  t o  o r g a n i z a t i o n s  i n  

o r d e r  t o  s a t i s f y  p e r s o n a l  s o c i a l  g o a l s .  O r g a n i z a t i o n s  may 

be  s a t i s f i e d  w i t h  s imple  economic inducements .  

I t  must a l s o  be  recogn ized  t h a t  t h e s e  i n d i v i d u a l s  and 

o r g a n i z a t i o n s  a r e  going t o  have l i m i t e d  r e s o u r c e s  w i t h  which 

t o  p a r t i c i p a t e ,  Any e x p e c t a t i o n s  which t h e  management sys tem 

may have  r e g a r d i n g  p a r t i c i p a t i o n  must f a l l  w i t h i n  t h e s e  

r e s o u r c e  l i m i t a t i o n s .  

S i m i l a r l y ,  t h e  management sys tem must r ecogn ize  t h a t  

each  o p e r a t i n g  u n i t  w i l l  be  s u b j e c t  t o  competing p r e s s u r e s  

f o r  i t s  l i m i t e d  r e s o u r c e s .  Thus, s u c c e s s f u l  inducements 

o f f e r e d  by t h e  management sys tem must be  p e r c e i v e d  by t h e  

o p e r a t i n g  u n i t s  ( o r  key i n d i v i d u a l s  t h e r e o f )  a s  b e i n g  g r e a t e r  

t h a n  t h o s e  o f f e r e d  by competing a c t i v i t i e s  and a s  b e i n g  t i e d  

d i r e c t l y  t o  t h e  p a r t i c i p a t o r y  b e h a v i o r ,  a s  w e l l  a s  b e i n g  

g r e a t e r  t h a n  t h e  c o n t r i b u t i o n  r e q u i r e d .  



F i n a l l y ,  it  must be r e c o g n i z e d  t h a t  t h e  p o s s i b l e  i nduce -  

ments o f f e r e d  by t h e  management sys t em a r e  n o t  u n l i m i t e d .  

Obv ious ly ,  t h e  r e s o u r c e s  a v a i l a b l e  t o  t h e  management sys t em 

a r e  s c a r c e .  Within t h e  l i m i t s  o f  a v a i l a b i l i t y ,  t h e  manage- 

ment sys t em can p r o v i d e  such  t h i n g s  a s  g e n e r a l  i n f o r m a t i o n  

g a t h e r i n g ,  d a t a  p r o c e s s i n g ,  t e c h n i c a l  a d v i c e  and a s s i s t a n c e ,  

and even such i n t a n g i b l e s  a s  p o l i t i c a l  o r  p e r s o n a l  p r e s t i g e .  

While t h e  management sys t em may a s s i s t  o p e r a t i n g  u n i t s  i n  

o b t a i n i n g  o u t s i d e  funds  t o  implement v a r i o u s  p r o j e c t s ,  t h e  

sys t em i t s e l f  g e n e r a l l y  canno t  d i s p e n s e  d i r e c t  f i n a n c i a l  

s u p p o r t .  

The f o u r t h  major  assumpt ion  on which t h e  management 

model re l ies  i s  t h a t  c o o r d i n a t e d  a c t i o n s  of  any k i n d  depend 

on e f f e c t i v e  communicat ions .  I t  i s  d i f f i c u l t  t o  conce ive  

of  c o o r d i n a t e d  a c t i o n s  between two o r  more u n i t s  i f  e a c h  

one does n o t  know what t h e  o t h e r s  a r e  d o i n g .  Th i s  communi- 

c a t i o n  may o c c u r  between t h e  management sys t em and t h e  

v a r i o u s  i n d i v i d u a l  u n i t s ,  o r  among t h e  o p e r a t i n g  u n i t s  them- 

s e l v e s .  I t  i s  t h i s  communication r e q u i r e m e n t  which under-  

l i e s  t h e  r e l i a n c e  on i n f o r m a t i o n  f lows  t o  d e f i n e  t h e  re- 

l a t i o n s h i p s  between t h e  f u n c t i o n a l  segments  o f  t h e  manage- 

ment model.  When d e s i g n i n g  a  communication-based s y s t e m ,  

t h e  f o l l o w i n g  f o u r  components o f  communication must be  con- 

s i d e r e d :  1) t h e  s e n d e r ,  2 )  t h e  r e c e i v e r ,  3 )  t h e  message,  

and 4 )  t h e  media of  t r a n s m i t t a l .  While e a c h  o f  t h e s e  

components may va ry  depending  on t h e  pu rpose  and s i t u a t i o n ,  

l o n g  t e r m  c o o r d i n a t i o n  a c t i v i t i e s  might  d i c t a t e  t h e  e s t a b l i s h -  

ment o f  some r e l a t i v e l y  permanent  communications l i n k s .  

The f i n a i  b a s i c  assumpt ion  of t h e  proposed  management 

s y s t e m  d e a l s  w i t h  a  t h e o r e t i c a l  cont inuum of t h e  c o o r d i n -  

a t i v e  r o l e  which t h e  management sys t em might  p l a y .  On one  

end o f  t h i s  cont inuum i s  t h e  r e l a t i v e l y  p a s s i v e  r o l e  o f  

g e n e r a l  i n f o r m a t i o n  d i s p e r s a l .  The management sys t em s i m p l y  

accumula t e s  and sends  o u t  a l l  a v a i l a b l e  i n f o r m a t i o n  t o  a l l  



u n i t s .  The assumption i s  t h a t  i f  t h e  v a r i o u s  u n i t s  had 

b e t t e r  i n f o r m a t i o n  on what can be done and what ne ighbor-  

i n g  u n i t s  a r e  d o i n g ,  t h e y  w i l l  t e n d  t o  make c o o r d i n a t e d  

d e c i s i o n s .  I n  t h i s  r o l e  t h e  management sys tem would conduct  

s t u d i e s ,  develop p r o p o s a l s ,  and t r a n s m i t  t h e  i n f o r m a t i o n ,  

l e a v i n g  implementa t ion  e n t i r e l y  t o  t h e  d i s c r e t i o n  of  t h e  

l o c a l  u n i t s .  B a s i c a l l y ,  t h i s  mode of  o p e r a t i o n  i s  aimed 

p r i m a r i l y  a t  enhancing t h e  ongoing a c t i v i t i e s  of  each of 

t h e  v a r i o u s  u n i t s .  

A t  t h e  o t h e r  end o f  t h e  continuum i s  a  more a c t i v e  b u t  

s e l e c t i v e  i n f o r m a t i o n  d i s p e r s a l  r o l e .  In fo rmat ion  d i s -  

p e r s a l  would be d i r e c t e d  t o  t h o s e  o p e r a t i n g  u n i t s  which a r e  

p e r t i n e n t  t o  a  s p e c i f i c  program. The f i r s t  s t e p ,  of  

c o u r s e ,  must be t o  g e n e r a t e  an i n t e r e s t  i n  c o o p e r a t i o n  

and w i l l i n g n e s s  t o  c o o p e r a t e .  The assumption h e r e  i s  t h a t  

more t h a n  j u s t  i n f o r m a t i o n  i s  n e c e s s a r y  t o  ach ieve  

c o o r d i n a t i v e  a c t i o n - - t h a t  i n t e n s e  i n t e r a c t i o n  and n e g o t i a -  

t i o n  w i t h  t h e  r e l e v a n t  u n i t s  w i l l  be  r e q u i r e d ,  and t h a t  

t h i s  e f f o r t  shou ld  n o t  be expended on non- re levan t  u n i t s .  

The r e s u l t s  of  such purpos ive  and a c t i v e  a t t e m p t s  a t  

c o o r d i n a t i o n  can t a k e  t h r e e  forms,  o r  combinat ions t h e r e o f .  

Obvious ly ,  one r e s u l t  i s  t o  c o n t i n u e  and improve c u r r e n t  

a c t i v i t i e s  t h a t  a r e  seen  a s  v a l u a b l e .  A second p o s s i b i l i t y  

i s  t o  c u r t a i l  e x i s t i n g  a c t i v i t i e s  which a r e  seen  t o  be o f  

l i m i t e d  v a l u e  o r  even d y s f u n c t i o n a l .  The f i n a l  o p t i o n  i s  

t o  s t i m u l a t e  involvement  i n  new a c t i v i t i e s  which w i l l  be  

i n s t r u m e n t a l  i n  a l l e v i a t i n g  b o t h  l o c a l  and area-wide 

problems.  The management sys tem model p r e s e n t e d  i n  t h e  

f o l l o w i n g  pages w i l l  t e n d  toward t h e  l a t t e r  p o l e  of  t h e  

continuum. I t  i s  f e l t  t h a t  many p r e v i o u s  a t t e m p t s  a t  

r e g i o n a l  p l a n n i n g  and c o o r d i n a t i o n  which have f a i l e d  have 

r e l i e d  on t h e  fo rmer ,  more p a s s i v e  approach,  and have n o t  



g e n e r a t e d  inducements  s u f f i c i e n t  t o  s t i m u l a t e  t h e  d e s i r e d  

p a r t i c i p a t i o n .  

2 . 3  THE MULTI-JURISDICTIONAL MGDEL 

Those a r e  t h e  a s sumpt ions  c n  which t h e  m u l t i - j u r i s -  

d i c t i o n a l  management mcdel i s  ! ~ a s e d .  The f o l l o w i n g  pages  

w i l l  d e f i n e  t h e  g e n e r a l  management f u n c t i o n  and d e v e l o p  

t h e  model i n  d e t a i l .  

I n  i t s  g e n e r a l  forn., management can  be  viewed a s  t h e  

c o o r d i n a t i o n  o f  a v a r i e t y  of  s e p a r a t e  a c t i v i t i e s  s o  t h a t  

t h e  combined r e s u i t s  move, a s  e f f i c i e n t l y  a s  p o s s i b l e ,  

t owards  a  d e s i r e d  o b j e c t i v e ,  Given t h i s  g e n e r a l  d e f i n i t i o n ,  

it i s  p o s s i b l e  t o  s p e c i f y  n i n e  component t a s k s  which a r e  

n e c e s s a r y  t o  t h e  per formance  o f  t h e  g e n e r a l  management 

f u n c t i o n .  These t a s k s  a r e ,  

-- Task A-i: To d e t e r m i n e  what t h e  d e s i r e d  c h a r a c t e r -  

i s t i c s  of  t h e  env i ronmen t  s h o u l d  b e ;  e s t a b l i s h  

o b j e c t i  v ~ s  and p r i  

- -  Task B-1: TG r e c o g n i z e  when t h e  c h a r a c t e r i s t i c s  o f  

t h e  er ivircnment  a re  r c t ,  o r  a r e  n o t  e x p e c t e d  t o  b e ,  

-- Task B-2 :  To examine t h e  work ings  o f  t h e  e n v i r o n -  -- 
merit t o  d e t ~ r r n i n e  why t h e  d e s i r e d  s t a t e s  a r e  n o t  

o c c u r r i n g ,  o r  a r e  n o t  e x p e c t e d  t o  o c c u r .  

-- Task -. b-3: To propose  and p r e - t e s t  changes  i n  t h e  

e n ~ i r c r ~ r n e r i t  which wculd r e t u r n ,  o r  b r i n g ,  t h e  

c h a r a c t e r i s t i c s  t~ t h e  d e s i r e d  s t a t e s .  

-- Task B-4 :  To d e t e r m i n e ,  f o r  s o l u t i o n s  a p p e a r i n g  

s u c c e s s f u l  i n  t h e  p r e - t e s t ,  f e a s i b l e  means o f  

i m p l e m e n t a t i c n ,  i n c i u d i n g  t h e  i d e n t i f i c a t i o n  o f  

t h e  p r o p e r  implement ing  p e r s o n s  o r  u n i t s .  

-- Task B--5 :  T o  communicate t o  t h e  p roposed  imp lemen t ing  

persons  nr u n i t s  t h e  n a t u r e  of t h e  s i t u a t i o n  t o  be  

changed ,  t h e  p roposed  a c t i v i t i e s ,  and t h e  p o t e n t i a l  

r e s o u r c e s  a v a i l a b l e .  



-- Task B-6:  To monitor  t h e  a c t i v i t i e s  of t h e  imple- 

menting u n i t s  t o  s e e  whether  t h e  proposed a c t i v i t y  

i s ,  i n  f a c t ,  c a r r i e d  o u t .  I f  n o t ,  t h e  f a i l u r e  t o  

g e t  t h e  a c t i v i t y  implemented must be cons ide red  a s  

an undes i red  s t a t e  of t h e  environment .  

-- Task B-7 :  To monitor  t h e  a c t u a l  changes i n  t h e  

environment a s  a r e s u l t  of t h e  implemented a c t i o n  

i n  o r d e r  t o  b u i l d  up a memory of  how t h e  envi ron-  

ment responds t o  v a r i o u s  a c t i v i t i e s .  

-- Task B-8: To c o n t i n u a l l y  r e - a s s e s s  t h e  environment 

i n  o r d e r  t o  r e v i s e  t h e  s o l u t i o n s  and/or t h e  

recognized prcblems. 

Anthony* has  developed t h r e e  c a t e g o r i e s  of  management 

a c t i v i t i e s  i d e n t i f i e d  and d e f i n e d  a s  f o l l o w s :  

-- S t r a t e g i c  Planning i s  t h e  p r o c e s s  o f  d e c i d i n g  on 

o b j e c t i v e s  of t h e  o r g a n i z a t i o n ,  on changes i n  t h e s e  

o b j e c t i v e s ,  on t h e  r e s o u r c e s  used t o  a t t a i n  t h e s e  

o b j e c t i v e s ,  and on t h e  p o l i c i e s  t h a t  a r e  t o  govern 

t h e  a c q u i s i t i o n ,  u s e ,  and d i s p o s i t i o n  of  t h e s e  

r e s o u r c e s .  

-- Management Cont ro l  i s  t h e  p r o c e s s  by which managers 

a s s u r e  t h a t  r e s o u r c e s  a r e  o b t a i n e d  and used 

e f f e c t i v e l y  and e f f i c i e n t l y  i n  t h e  accomplishment 

o f  t h e  o r g a n i z a t i o n ' s  o b j e c t i v e s .  

-- O p e r a t i o n a l  Contro l  i s  t h e  p r o c e s s  of  a s s u r i n g  t h a t  

s p e c i f i c  t a s k s  a r e  c a r r i e d  o u t  e f f e c t i v e l y  and 

e f f i c i e n t l y .  

"Management Contro l  I' i s  something o f  a misnomer, s i n c e  

t h i s  ca tegory  of management a c t i v i t i e s  i n c l u d e s  a g r e a t  d e a l  

of p lann ing  a c t i v i t y .  Thus, t h e  term "Management P lann ing"  

i s  used i n  subsequent  d i s c u s s i o n .  

*Anthony, R .  P lanning and Cont ro l  Systems: A Framework f o r  
A n a l y s i s .  Harvard P r e s s :  Cambridge, 1965. 



By grouping t h e  n i n e  component t a s k s  a s  d e f i n e d  above 

accord ing  t o  Anthony's t h r e e  c a t e g o r i e s ,  t h e  s k e l e t o n  o f  a 

f u n c t i o n a l  management model r e s u l t s .  F igure  3 i s  a  b lock 

diagram of such a  model. Each of  t h e  t h r e e  c a t e g o r i e s ,  

and i t s  c o n s t i t u e n t  component t a s k s ,  a r e  d i s c u s s e d  i n  

t u r n  below. 

2 . 3 . 1  STRATEGIC PLANNING.  The pr imary  purpose of  t h i s  

l e v e l  of  decision-making i s ,  accord ing  t o  Emery, "... t o  

p rov ide  in fo rmat ion  t o  lower l e v e l  u n i t s  t h a t  causes  t h e  

o r g a n i z a t i o n  as  a  whole t o  s t e e r  toward i t s  g l o b a l  o b j e c t i v e s . " *  

F u r t h e r ,  h igh  l e v e l  d e c i s i o n s  impose g e n e r a l  aggrega te  con- 

s t r a i n t s  on lower l e v e l  d e c i s i o n  makers. Within t h e s e  con- 

s t r a i n t s ,  t h e  lower l e v e l  u n i t s  a r e  f r e e  t o  pursue  t h e i r  

own (changing)  g o a l s  more o r  l e s s  independen t ly .*  Th i s  

concept  r e l i e s  very  s t r o n g l y  on Simon's concept  of h i e r -  

a r c h i c a l  c o n s t r a i n t s . * *  The p o l i c i e s  and o b j e c t i v e s  ( o r  

c o n s t r a i n t s )  o r  upper l e v e l  p l a n s  "guide"  o r  "mot iva te"  

lower l e v e l  p l a n s  t o  conform t o  t h e  o r g a n i z a t i o n ' s  g l o b a l  

o b j e c t i v e s . *  This  p a r a l l e l s  t h e  f i r s t  of  t h e  n i n e  compon- 

e n t  t a s k s  of management -- 
Task A - 1  
To determine  what t h e  d e s i r e d  c h a r a c t e r i s t i c s  of  t h e  
environment  should  b e - - e s t a b l i s h  o b j e c t i v e s  and p r i o r i t i e s .  

I n  i t s  s i m p l e s t  form, t h i s  d e a l s  w i t h  e s t a b l i s h i n g  d e s i r -  

a b l e  " s t a n d a r d s "  t o  apply  when e v a l u a t i n g  t h e  c h a r a c t e r i s t i c s  

of  t h e  c o n t r o l l e d  system. Dec i s ions  a t  t h i s  l e v e l  d e a l  w i t h  

t h e  g e n e r a l  d i r e c t i o n  o f  t h e  e n t i r e  o r g a n i z a t i o n  and i n c l u d e  

1) g e n e r a l  p o l i c i e s  f o r  o b t a i n i n g  s u p p o r t ,  2 )  p o l i c i e s  guid-  

i n g  o p e r a t i o n s ,  and 3 )  o p e r a t i o n a l  o b j e c t i v e s  and p r i o r i t i e s  

f o r  a c t i o n .  

*Emery, J .  O r g a n i z a t i o n a l  P lann ing  and C o n t r o l  Systems,  
McMillan: N e w  York, 1969. 

**Simon, H .  "On t h e  Concept o f  O r g a n i z a t i o n a l  Goal" ,  
A d m i n i s t r a t i v e  Science  Q u a r t e r l y ,  June 1964. 
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Up t o  t h i s  p o i n t ,  o n l y  t h e  purpose  o f  t h i s  l e v e l  o f  

decis ion-making has  been d i s c u s s e d .  I t  i s  a l s o  n e c e s s a r y  

t o  d e s c r i b e  t h e  o u t p u t  i n  somewhat more d e t a i l .  The f i r s t  

o u t p u t  mentioned above d e a l s  w i t h  t h e  s p e c i f i c a t i o n  o f  

p o l i c i e s .  A p o l i c y  i s  a  r u l e  o r  g u i d e l i n e  o f  g e n e r a l  a p p l i -  

c a t i o n  t o  which t h e  a c t i v i t i e s  o f  t h e  o r g a n i z a t i o n  must 

comply. The s t i p u l a t i o n  t h a t  t h e  management sys tem i t s e l f  

canno t  perform d i r e c t  o p e r a t i o n s  i n  t h e  f i e l d  . i s  a  d e f i n i -  

t i v e  p o l i c y .  P o l i c i e s  can be  set  down t o  c o n s t r a i n  n o t  on ly  

t h e  o r g a n i z a t i o n s ' s  i n t e r f a c e  w i t h  i t s  environment  ( i n p u t  

and o u t p u t )  b u t  a l s o  i t s  i n t e r n a l  o p e r a t i o n s ,  such a s  t h e  

use  of c o n s u l t a n t  s e r v i c e s .  

The second o u t p u t  o f  t h e  s t r a t e g i c  p l a n n i n g  a c t i v i t y  

was i d e n t i f i e d  a s  o b j e c t i v e s  f o r  which t h e  a c t i o n s  o f  t h e  

o r g a n i z a t i o n  must s t r i v e ,  " O b j e c t i v e " ,  a s  used h e r e ,  

r e f e r s  t o  a  s p e c i f i c ,  d e f i n a b l e ,  measurable  f u t u r e  s t a t e  

such a s  a  t e n - p e r c e n t  r e d u c t i o n  i n  t r a f f i c  f a t a l i t i e s ,  

t w e n t y - f i v e  p e r c e n t  i n c r e a s e  i n  f i n a n c i a l  r e s o u r c e s ,  e t c .  

Such o b j e c t i v e s  must be  made e x p l i c i t  and s h o u l d  be 

accompanied w i t h  an end d a t e  and a  means o f  measuring 

s u c c e s s .  

I d e a l l y ,  t h e  S t r a t e g i c  P l a n n i n g  LeveL w i l l  be  an i d e n t i -  

f i a b l e  s e c t o r  of  t h e  o r g a n i z a t i o n .  I t  w i l l  c o n s i s t  of  a  

group of  i n d i v i d u a l s  who, f o r  one r e a s o n  o r  a n o t h e r ,  have 

d e c i d e d  t h a t  t h e y  can a c h i e v e  t h e i r  i n d i v i d u a l  g o a l s  by 

working t o g e t h e r .  The d e c i s i o n s  t h e y  make, t h a t  i s ,  

p o l i c i e s  and o b j e c t i v e s  which g u i d e  t h e  t o t a l  sys tem,  

must be  e x p l i c i t  i f  t h e y  are t o  be  e f f e c t i v e .  

Two b a s i c  t y p e s  of  i n p u t s  a r e  r e q u i r e d  f o r  t h i s  l e v e l  

t o  f u n c t i o n  e f f e c t i v e l - y - - p e r s o n a l  t i m e  and e n e r g y ,  and 

i n f o r m a t i o n .  The former r e q u i r e s  t h a t  enough peop le  a r e  

s u f f i c i e n t l y  committed t o  t h e  j o i n t  e f f o r t s  t o  expend t h e i r  

t i m e  and energy making t h e  n e c e s s a r y  s t r a t e g i c  p l a n n i n g  



d e c i s i o n s .  This  of course  r e q u i r e s  t h a t  they  p e r c e i v e  some 

p e r s o n a l  b e n e f i t  t o  be d e r i v e d  from such commitment. 

The i n f o r m a t i o n a l  i n p u t s  come from two s o u r c e s .  From 

t h e  environment must come i n f o r m a t i o n  d e a l i n g  wi th  t h e  

v a l i d i t y  of t h e  p o l i c i e s  and t h e  s u c c e s s  i n  meeting t h e  

o b j e c t i v e s .  The former d e a l s  w i t h  s u b j e c t i v e  p e r c e p t i o n s  

of p u b l i c  v a l u e s  and g o a l s ,  t h e  l a t t e r  w i t h  p e r c e p t i o n s  

of t h e  s t a t e  of t h e  environment .  From t h e  o t h e r  s o u r c e ,  

t h e  Management Planning l e v e l ,  must come in fo rmat ion  

d e s c r i b i n g  how t h e  programs g e n e r a t e d  compare t o ,  o r  s t r i v e  

f o r ,  t h e  s p e c i f i e d  o b j e c t i v e s .  

The r e l a t i o n s h i p  between t h e  S t r a t e g i c  Planning ca tegory  

and t h e  Management Planning ca tegory  i s  q u i t e  t r a d i t i o n a l .  

Management Planning i s  e s s e n t i a l l y  s t a f f  a c t i v i t y  f o r  t h e  

S t r a t e g i c  P l a n n e r s ,  and t h u s  connected by formal  a u t h o r i t y  

l i n k s  a s  w e l l  a s  in fo rmat ion  f lows.  I t  i s  expected  t h a t  

f r e q u e n t  i n t e r a c t i o n  between t h e  two groups f o r  in fo rmal  

i n f o r m a t i o n  t r a n s f e r ,  a s  w e l l  a s  formal  p e r i o d i c  cornrnuni- 

c a t i o n s ,  w i l l  be d e s i r e d .  

2 . 3 . 2  MANAGEMENT P L A N N I N G .  A c t i v i t i e s  i n  t h e  Management 

P lann ing  ca tegory  d e a l  p r i m a r i l y  w i t h  t h e  development of 

programs and p r o j e c t s  which ach ieve  t h e  o b j e c t i v e s  s p e c i -  

f i e d  by t h e  S t r a t e g i c  P lann ing  a c t i o n s .  Management Planning 

i s  concerned wi th  what needs t o  be done,  how it shou ld  be 

done,  and who might b e s t  do i t .  Since  a c t u a l  d e l i v e r y  opera -  

t i o n s  w i l l  be performed by t h e  v a r i o u s  o p e r a t i n g  u n i t s ,  t h e  

Management Planning ca tegory  must a l s o  be concerned w i t h  t h e  

r e l a t i o n s h i p s  between i t s e l f  and t h e  v a r i o u s  o p e r a t i n g  u n i t s ,  

a s  w e l l  a s  r e l a t i o n s h i p s  between t h e  o p e r a t i n g  u n i t s  themselves .  

This  c a t e g o r y  i s  t h e  most c r i t i c a l  t o  t h e  s u c c e s s  of t h e  

t o t a l  m u l t i - j u r i s d i c t i o n a l  management o p e r a t i o n ,  and i n c l u d e s  

e i g h t  of  t h e  n i n e  component t a s k s  of t h e  management f u n c t i o n .  

Each of t h e s e  w i l l  be d i s c u s s e d  and expanded on below. 



Task B-1 

To r e c ~ g n i z e  when t h e  c h a r a c t e r i s t i c s  o f  t h e  e n v i r o n -  
ment a r e  n o t ,  o r  a r e  n o t  e x p e c t e d  t o  b e ,  a s  d e s i r e d .  

T h i s  i s  a  m a t t e r  o f  i d e n t i f y i n g  and s p e c i f y i n g  t h e  problems 

which must be r e s o l v e d .  The i n t e n t i o n  i s  t o  i d e n t i f y  t h o s e  

c h a r a c t e r i s t i c s  o f  t h e  env i ronmen t  which must be  changed 

( and  . t h e  magni tude  o f  t h e  change)  i n  o r d e r  t o  a c h i e v e  t h e  

o b j e c t i v e s .  I f  one  c o u l d  compare t h e  measured c h a r a c t e r i s -  

t i c s  o f  t h e  env i ronmen t  w i t h  s p e c i f i e d  s t a n d a r d s  f o r  t h o s e  

c h z r a c t e r i s t i c s ,  one c o u l d  i d e n t i f y  s p e c i f i c  p roblem a r e a s .  

I t  i s  q u i t e  obv ious  t h a t  such  compar i son  can  o n l y  b e  made i f  

d a t a  d e s c r i b i n g  t h e  a c t u a l  c h a r a c t e r i s t i c s  o f  t h e  e n v i r o n -  

ment a r e  a v a i l a b l e  i n  a  u s a b l e  form.  Such d a t a  can  b e  

c o l l e c t e d  d i r e c t l y  a s  a  p a r t  o f  t h i s  component t a s k  o r  it 

can  be  c o l l e c t e d  by t h e  o p e r a t i n g  u n i t s  and t r a n s m i t t e d  t o  

t h e  management p l a n n i n g  l e v e l .  

The management s y s t e m  must d e a l  n o t  o n l y  w i t h  e x i s t i n g  

p rob lems ,  b u t  a l s o  w i t h  a n t i c i p a t e d  p rob lems .  T h i s  r e q u i r e s  

some means o f  p r o j e c t i n g  b o t h  s t a n d a r d s  ( o r  o b j e c t i v e s )  and 

e n v i r o n m e n t a l  c h a r a c t e r i s t i c s  i n t o  t h e  f u t u r e .  T h i s  

component t a s k  d e a l s  w i t h  problems i n  terms o f  t h e i r  v i s i b l e  

symptoms, The n e x t  component t a s k  a t t e m p t s  t o  d e t e r m i n e  t h e  

c a u s e s  b e h i n d  t h e  symptoms. 

Task B-2 
To examine t h e  work ings  o f  t h e  env i ronmen t  t o  d e t e r m i n e  
why t h e  d e s i r e d  s k a t e s  a r e  n o t  o c c u r r i n g .  

The s u c c e s s f u l  pe r fo rmance  o f  t h i s  t a s k  o b v i o u s l y  r e q u i r e s  

c o n s i d e r a b l e  d e t a i l e d  knowledge o f  t h e  e n v i r o n m e n t .  Such a  

body cf knowledge ,  o r g a n i z e d  i n  a  s y s t e m a t i c  form,  c a n  b e  

te rmed an o p e r a t i o n a l  model o f  t h e  e n v i r o n m e n t .  Such an  

o p e r a t i o n a l  model must d e a l  n o t  o n l y  w i t h  t h e  v a r i o u s  

c h a r a c t e r i s t i c s  of  t h e  e n v i r o n m e n t ,  b u t  a l s c  w i t h  c a u s e  and 

e f f e c t  r e l a t i o n s h i p  between c h a r a c t e r i s t i c s .  A n a l y s i s  o f  



t h e s e  i n t e r - r e l a t i o n s h i p s  w i l l  i n d i c a t e  where changes 

s p e c i f i e d  i n  t h e  o b j e c t i v e s  and component t a s k  B - 1  above,  

can b e s t  be  brought  about  v i a  changes i n  o t h e r ,  l e s s  o b v i o u s ,  

c h a r a c t e r i s t i c s  of t h e  environment .  The o u t p u t  o f  t h i s  

component t a s k  i s  a  f u r t h e r  s p e c i f i c a t i o n  o f  t h e  problems 

by s p e c i f y i n g  changes t o  c e r t a i n  c h a r a c t e r i s t i c s  o f  t h e  

environment  which w i l l  c ause  t h e  a l l e v i a t i o n  o f  t h e  problem 

symptoms. 

Task B-3 
To propose  and p r e t e s t  changes i n  t h e  c o n t r o l l e d  system 
which would r e t u r n ,  o r  b r i n g ,  t h e  c h a r a c t e r i s t i c s  
t o  t h e  d e s i r e d  s t a t e s .  

This  component t a s k  i n v o l v e s  t h e  e x p l o r a t i o n  of  p o s s i b l e  

programs which might produce t h e  changes i d e n t i f i e d  i n  t h e  

problem s p e c i f i c a t i o n  t a s k s  B-1  and B-2 above. I t  i s  a t  

t h i s  p o i n t  i n  t h e  p l a n n i n g  p r o c e s s  t h a t  t h e  c r e a t i v i t y  

n e c e s s a r y  f o r  i n n o v a t i o n  i s  i n j e c t e d .  Beginning w i t h  t h e  

problem s p e c i f i c a t i o n  it i s  n e c e s s a r y  t o  examine t h e  changes 

t o  be induced and t o  d e s i g n  programs t o  produce such changes .  

I d e a l l y ,  a  s e t  of  p o t e n t i a l  s o l u t i o n  programs can be  

developed.  

Once some p o t e n t i a l  programs a r e  g e n e r a t e d ,  t h e y  must be  

e v a l u a t e d  and t h e  b e s t  one s e l e c t e d  f o r  implementa t ion .  

T h i s  e v a l u a t i o n  r e q u i r e s  t h a t  t h e  e f f e c t s  o f  each p o t e n t i a l  

program be p r o j e c t e d  i n t o  t h e  f u t u r e  ( v i a  t h e  o p e r a t i o n a l  

model of  t h e  envi ronment)  and some e v a l u a t i v e  c r i t e r i a  

a p p l i e d  t o  t h e  r e s u l t s .  Such e v a l u a t i v e  c r i t e r i a  a s  " c o s t  

b e n e f i t  a n a l y s i s " ,  " c o s t  e f f e c t i v e n e s s  a n a l y s i s " ,  "P.P.B." ,  

p rox imi ty  t o  t h e  d e s i r e d  outcome, e t c . ,  may be used.  

However, whichever  c r i t e r i o n  i s  s e l e c t e d ,  it must be a p p l i e d  

uni formly t o  a l l  a l t e r n a t i v e s .  F i n a l l y ,  some minimal l e v e l  

s h o u l d  be  s p e c i f i e d ,  below which even t h e  b e s t  a l t e r n a t i v e  

w i l l  be r e j e c t e d .  

The o u t p u t  of  t h i s  component t a s k  s h o u l d  be  a  program, 



o r  se t  o f  i n t e r r e l a t e d  a c t i o n s ,  which w i l l  p roduce  t h e  

d e s i r e d  changes t o  t h e  envi ronment  a s  e f f i c i e n t l y  and 

e f f e c t i v e l y  a s  p o s s i b l e .  Th i s  p o t e n t i a l  program i s  i n p u t  

t o  t h e  n e x t  component t a s k  which e x p l o r e s  means o f  imple-  

m e n t a t i o n .  

Task B-4 
Fo r  s o l u t i o n s  a p p e a r i n g  s u c c e s s f u l  i n  t h e  p r e t e s t ,  
t o  d e t e r m i n e  f e a s i b l e  means o f  i m p l e m e n t a t i o n ,  
i n c l u d i n g  t h e  i d e n t i f i c a t i o n  o f  t h e  p r o p e r  implement ing  
p e r s o n s  o r  u n i t s .  

I t  i s  t h e  pu rpose  o f  t h i s  t a s k  t o  d e v e l o p  a  h y p o t h e t i c a l  

work program f o r  t h e  imp lemen ta t ion  o f  t h e  programs d e s i g n e d  

i n  t a s k  E - 3  above .  B a s i c a l l y  two t y p e s  o f  i n f o r m a t i o n  a r e  

needed  for t h i s  a c t i v i t y .  On t h e  one h a n d ,  t h e  program must 

b e  broken  down i n t o  i t s  p r o j e c t  components.  Each p r o j e c t  

must  be  accompanied by a  d e l i n e a t i o n  o f  r e s o u r c e  n e e d s ,  

i n f o r m a t i o n  n e e d s ,  manpower n e e d s ,  g e o g r a p h i c  n e e d s ,  

e v a l u a t i v e  measu res ,  e t c .  T h i s  l i s t  i s  t h e n  compared t o  a  

l i s t  o f  a l i  r e l e v a n t  o p e r a t i n g  u n i t s  w i t h  t h e i r  i n d i v i d u a l  

c a p a b i l i t i e s ,  g e o g r a p h i c  span  o f  c o n t r o l ,  c o n s t r a i n t s ,  e t c .  

Th i s  t a s k  i s  q u i t e  s i m i l a r  t o  t h e  "programming" p r o c e s s  

i n  t h e  PPB s y s t e m ,  and i n  t h e  P l a n n i n g ,  Programming, 

Budge t ing ,  E x e c u t i o n ,  and E v a l u a t i o n  c o n c e p t  p u t  f o r t h  by 

P e a t ,  Marwick, M i t c h e l l  & Co.* The t a s k  d i f f e r s  f rom t h e  

t r a d i t i o n a l  programming f u n c t i o n  i n  t h a t  it does  n o t  

p roduce  an u l t i m a t e  a c t i o n  p l a n .  R a t h e r ,  it r e c o g n i z e s  

t h a t  i n d i v i d u a l  p r o j e c t s  c a n n o t  be  d e l i n e a t e d  w i t h o u t  i n t e r -  

a c t i o n  w i t h  t h e  o p e r a t i n g  u n i t s  which pe r fo rm them, and 

t h u s  p roduces  o n l y  a  h y p o t h e t i c a l  a c t i o n  p l a n .  I t  i s  hypo- 

t h e t i c a l  i n  t h a t  it  s e r v e s  a s  a  s t a r t i n g  p o i n t  f o r  i n t e n s i v e  

i n t e r a c t i o n s ,  aimed a t  j o i n t  p r o j e c t  deve lopment ,  w i t h  t h e  

o p e r a t i n g  u n i t s .  

* P e a t ,  Marwick, M i t c h e l l  & Co. Highway S a f e t y  Program 
Management and R e p o r t i n g  Sys tem,  Vol .  I ,  System 
D e s c r i p t i o n .  F i n a l  Rep t .  on NHTSA FH-11-6925, Dec. 1969 .  



Task B-5 
To communicate t o  t h e  p roposed  implement ing  u n i t s  o r  
p e r s o n s  t h e  n a t u r e  of  t h e  s i t u a t i o n  t o  b e  changed ,  
t h e  proposed  a c t i v i t i e s ,  and t h e  p o t e n t i a l  r e s o u r c e s  
a v a i l a b l e .  

While t h i s  component t a s k  i s  l o c a t e d  i n  t h e  Management 

P l a n n i n g  c a t e g o r y ,  it i s  t h e  p r imary  i n t e r f a c e  w i t h  t h e  Opera- 

t i o n a l  C o n t r o l  c a t e g o r y .  The pu rpose  o f  t h i s  t a s k  i s  t o  

e s t a b l i s h  t h e  n e c e s s a r y  r e l a t i o n s h i p s  w i t h  and between t h e  

o p e r a t i n g  u n i t s .  Th i s  can  be  d e p i c t e d  a s  e s t a b l i s h i n g  t h e  

"sys tem" t o  f a c i l i t a t e  t h e  v a r i o u s  a c t i v i t i e s  wh ich ,  when 

per formed i n  a  c o o r d i n a t e d  f a s h i o n ,  w i l l  accompl i sh  t h e  

d e s i r e d  end .  I t  was p r e v i o u s l y  s t a t e d  t h a t  t h e s e  r e l a t i o n -  

s h i p s  w i l l  be  based  p r i m a r i l y  on c h a n n e l s  and f lows  o f  in form-  

a t i o n .  Due t o  t h e  f l e x i b l e  and chang ing  n a t u r e  o f  t h e s e  

i n f o r m a t i o n - b a s e d  r e l a t i o n s h i p s ,  t h i s  t a s k  can  b e  b e s t  

accompl i shed  v i a  a  c o n t i n u o u s  p r o c e s s  o f  i n t e n s e  i n t e r a c t i o n s  

w i t h  t h e  o p e r a t i n g  u n i t s ,  a  p r o c e s s  l o o s e l y  te rmed " n e g o t i a -  

t i o n s . "  Agreements and commitments by t h e  o p e r a t i n g  u n i t s  

t o  p a r t i c i p a t e  i n  a c t i v i t i e s  s u g g e s t e d  by t h e  h y p o t h e t i c a l  

work program a r e  deve loped  d u r i n g  t h e s e  n e g o t i a t i o n s .  

The Management P l a n n i n g  body must r e c o g n i z e  t h a t  t h e  

v a r i o u s  o p e r a t i n g  u n i t s  may r e spond  d i f f e r e n t l y  t o  t h e  n e g o t i -  

a t i n g  i n t e r a c t i o n s .  T h i s  i s  e x p e c t e d  f o r  two r e a s o n s .  F i r s t ,  

e ach  i n d i v i d u a l  o p e r a t i n g  u n i t  w i l l  have  i t s  own se t  o f  g o a l s ,  

c o n s t r a i n t s ,  and p r i o r i t i e s  ( o f t e n  i m p l i c i t )  which must  b e  

r e c o g n i z e d  b e f o r e  an agreement  can  b e  r e a c h e d .  Second,  t h e  

i n d i v i d u a l s  between which t h e  n e g o t i a t i o n s  a r e  t a k i n g  p l a c e  

w i l l  have a  p e r s o n a l  s e t  o f  g o a l s ,  c o n s t r a i n t s  and p r i o r i t i e s .  

The Management P l a n n i n g  body must r e c o g n i z e  t h e s e  f a c t s  and 

a t t e m p t  t o  d e v e l o p  n e g o t i a t i n g  s t r a t e g i e s  which w i l l  i n c r e a s e  

t h e  l i k e l i h o o d  o f  r e a c h i n g  s u c c e s s f u l  ag reemen t s .  

I t  must b e  e x p e c t e d  t h a t  t h e  set  o f  r e l a t i o n s h i p s  and 

p r o j e c t s  emerg ing  from t h e  n e g o t i a t i o n s  may d i f f e r  c o n s i d e r -  

a b l y  f rom t h o s e  s u g g e s t e d  i n  t h e  h y p o t h e t i c a l  model.  Over 



t i m e ,  a s  exper ience  accumula tes ,  t h e  d i f f e r e n c e s  may d i m i n i s h .  

A t  any r a t e ,  t h e  n e g o t i a t i n g  p rocess  i s  probably  t h e  most 

c r i t i c a l  of  t h e  e n t i r e  management f u n c t i o n ,  and cou ld  w e l l  

use  a  g r e a t  d e a l  of exper imenta l  r e s e a r c h .  

Task B-6 
To moni tor  t h e  a c t i v i t i e s  o f  t h e  implementing u n i t s  
t o  s e e  whether  t h e  proposed a c t i v i t y  i s ,  i n  f a c t ,  
c a r r i e d  o u t .  I f  n o t ,  t h e  f a i l u r e  t o  g e t  t h e  a c t i v i t y  
implemented must be c o n s i d e r e d  as  an undes i red  s t a t e  
of t h e  environment .  

The i n t e n t  h e r e  i s  n o t  t h a t  of p o l i c i n g  and p e n a l i z i n g  

t h e  o p e r a t i n g  u n i t s  which do n o t  perform a s  they  agreed t o .  

Obviously t h e  management sys tem has  n e i t h e r  t h e  power nor  t h e  

a u t h o r i t y  t o  do t h a t .  I n s t e a d ,  t h i s  t a s k  i s  i n t e n d e d  t o  

c r e a t e  a  feedback loop  which e n a b l e s  t h e  Management P lann ing  

f u n c t i o n  t o  b e t t e r  unders tand t h e  workings of  t h e  v a r i o u s  

o p e r a t i n g  u n i t s .  This  unders tand ing  w i l l  improve t h e  l i s t  o f  

c h a r a c t e r i s t i c s ,  c a p a b i l i t i e s ,  c o n s t r a i n t s ,  e t c . ,  a s s o c i a t e d  

w i t h  each of  t h e  o p e r a t i n g  u n i t s  and w i l l  t h u s  f a c i l i t a t e  

improvement of  t h e  work p l a n  development and n e g o t i a t i o n  

s t r a t e g i e s  d i s c u s s e d  i n  t a s k  B-5 above. 

Task B-7 
To moni tor  t h e  a c t u a l  changes i n  t h e  environment  a s  a  
r e s u l t  of  t h e  implemented a c t i o n  i n  o r d e r  t o  b u i l d  up 
a  memory of  how t h e  environment  responds t o  v a r i o u s  
a c t i v i t i e s .  

I n  i t s  s i m p l e s t  form t h i s  t a s k  i s  t h a t  of  measuring 

p r o g r e s s  towards t h e  d e s i r e d  s t a t e s  of t h e  envi ronment .  How- 

e v e r ,  it must go beyond simply measuring t h e  f i n a l  e f f e c t  of  

an a c t i o n .  I t  must a l s o  observe  and r e c o r d  i n t e r m e d i a t e  

( s e q u e n t i a l )  e f f e c t s  l e a d i n g  t o  t h a t  f i n a l  s t a t e ,  a s  w e l l  a s  

any unexpected e f f e c t s .  Data r e q u i r e d  f o r  t h i s  moni to r ing  I 

f u n c t i o n  must d e s c r i b e  bo th  t h e  v a r i o u s  c h a r a c t e r i s t i c s  o f  

t h e  environment a s  w e l l  a s  t h e  a c t u a l  a c t i o n s  performed.  

These d a t a  can be c o l l e c t e d  d i r e c t l y  by t h e  Management P lann ing  . 

body o r  t r a n s m i t t e d  from t h e  O p e r a t i o n a l  Con t ro l  l e v e l .  Ac tua l  



outcomes can then be compared t o  expected  outcomes i n  

o r d e r  t o  measure p rogress  and t o  f a c i l i t a t e  t h e  updat ing  

and r e f i n i n g  of t h e  o p e r a t i o n a l  model of  t h e  environment 

( s e e  t a s k  B-2 above) which was used t o  p re -eva lua te  

p o t e n t i a l  programs. 

Task B-8 
To c o n t i n u a l l y  r e - a s s e s s  t h e  environment i n  o r d e r  t o  
r e v i s e  t h e  s o l u t i o n s  and/or t h e  recognized problems. 

This  t a s k  ensures  t h a t  t h e  management f u n c t i o n  w i l l  be 

an ongoing and a d a p t i v e  mechanism which i s  capable  of 

responding t o  changes i n  methods f o r  induc ing  change i n  

t h e  environment .  B a s i c a l l y ,  t h i s  i n v o l v e s  p e r i o d i c  r e -  

scanning of t h e  c h a r a c t e r i s t i c s  of  t h e  environment i n  

comparison wi th  c u r r e n t  o b j e c t i v e s .  I f  o b j e c t i v e s  a r e  

s t i l l  t h e  same, and p a s t  programs have produced p rogress  

toward them, t h e  re-scanning w i l l  r e s u l t  i n  proposing 

c o n t i n u a t i o n  of such programs. I f  o b j e c t i v e s  have remained 

t h e  same, and p a s t  programs have n o t  produced p r o g r e s s ,  t h e  

re-scanning should  produce e i t h e r  impetus f o r  modifying t h e  

programs, o r  impetus f o r  r e - s p e c i f y i n g  t h e  problem. In  any 

c a s e  t h i s  f i n a l  management p lann ing  t a s k  c l o s e s  a  feedback 

loop  between o b j e c t i v e s ,  a c t i o n s ,  and r e s u l t s .  

2 . 3 . 3  OPERATIONAL CONTROL. This  i s  t h e  f i n a l  ca tegory  

of t h e  t o t a l  management f u n c t i o n  and d e a l s  wi th  t h e  a c t u a l  

implementat ion of  t h e  v a r i o u s  p r o j e c t s .  I t  has  p r e v i o u s l y  

been s p e c i f i e d  t h a t  t h i s  implementat ion of p r o j e c t s  w i l l  be  

c a r r i e d  o u t  p r i m a r i l y  by t h e  v a r i o u s  o p e r a t i n g  u n i t s ,  e i t h e r  

i n d i v i d u a l l y  o r  i n  combinat ions .  I t  i s  a l s o  expected  t h a t  

r e s o u r c e s  f o r  such o p e r a t i o n s  w i l l  be o b t a i n e d  a t  t h e  o p e r a t -  

i n g  u n i t  l e v e l .  F i n a l l y ,  it i s  q u i t e  c l e a r  t h a t  only  t h e s e  

a c t i o n s  a t  t h e  o p e r a t i n g  u n i t  l e v e l  w i l l  d i r e c t l y  a f f e c t  

t h e  environment .  



The o p e r a t i o n a l  Con t ro l  ca tegory  can be seen a s  c o n s i s t -  

i n g  of a c t i v i t i e s  aimed a t  a s s u r i n g  t h a t  t h e  p r o j e c t s  under- 

t a k e n  by t h e  o p e r a t i n g  u n i t s  a r e  execu ted  i n  a  manner which 

produces t h e  p r e s c r i b e d  impact  on t h e  envi ronment ,  and does 

s o  a s  e f f i c i e n t l y  and e f f e c t i v e l y  a s  p o s s i b l e .  S ince  most 

p r o j e c t s  w i l l  be cont inuous  over  some t ime span r a t h e r  than  

"one s h o t " ,  o p e r a t i o n a l  c o n t r o l  w i l l  p rov ide  e v a l u a t i o n  and 

m o d i f i c a t i o n  of p r o j e c t  a c t i v i t i e s .  S c h e m a t i c a l l y ,  opera-  

t i o n a l  c o n t r o l  becomes a  feedback loop between t h e  o p e r a t i n g  

u n i t s  and t h e  environment .  This  i s  d e p i c t e d  i n  F i g u r e  4 .  

To d e p i c t  t h i s  o p e r a t i o n  as  a  loop i s  s imple  and n e a t .  

However, t h e  c r e a t i o n  of  such a  loop  depends on t h e  g e n e r a t i o n  

and use of i n f o r m a t i o n .  The o p e r a t i n g  u n i t  must know what 

it i s  a t t e m p t i n g  t o  change--key measurement v a r i a b l e s ,  s c a l e s ,  

e t c .  This  in fo rmat ion  i s  g e n e r a t e d  i n  component t a s k  B-6 

of t h e  Management P lann ing  c a t e g o r y ,  and r e s u l t s  from i n t e r -  

a c t i o n s  and n e g o t i a t i o n s  between t h e  management p l a n n i n g  body 

and t h e  o p e r a t i n g  u n i t s .  Also ,  a  complete q u a n t i t a t i v e  l o g  

of what a c t i o n s  a r e  performed shou ld  be compiled by t h e  o p e r a t -  

i n g  u n i t  a long  w i t h  s u b j e c t i v e  o r  q u a l i t a t i v e  comments on 

t h e  r e c e p t i v i t y  o f  t h e  environment  t o  t h e  a c t i o n s .  F i n a l l y ,  

d a t a  on t h e  envi ronment ,  i n c l u d i n g  measures of  bo th  expec ted  

and unexpected changes, must be  c o l l e c t e d .  Ana lys i s  o f  t h e s e  

d a t a  w i l l  p rov ide  t h e  i n f o r m a t i o n  f o r  t h e  e v a l u a t i o n  and 

m o d i f i c a t i o n  of p r o j e c t s  i n h e r e n t  i n  t h e  O p e r a t i o n a l  Con t ro l  

f u n c t i o n .  

2 . 4  MODEL CONCLUSIONS 

The model p r e s e n t e d  i n  t h e  p rev ious  s e c t i o n  i s  purpose ly  

a b s t r a c t .  I t  d e a l s  w i t h  a g e n e r a l  a p p l i c a t i o n  of  management 

f o c u s s i n g  on complex problems w i t h  complex s o l u t i o n s .  T r a f f i c  

s a f e t y  i s  c e r t a i n l y  a problem of  t h a t  t y p e .  A s  s u g g e s t e d  a t  

t h e  beg inn ing  of  t h i s  s e c t i o n ,  t h e  complexity o f  t r a f f i c  

s a f e t y  problems exceeds t h e  scope of any s i n g l e  agency,  and 

a r e  n o t  conf ined  by geograph ic  o r  p o l i t i c a l  b o u n d a r i e s .  



FIGURE 4. OPERATIONAL CONTROL LOOP 
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However, p r o j e c t s  r e l a t i n g  t o  t r a f f i c  s a f e t y  a r e  per formed 

by j u s t  such  autonomous a g e n c i e s  w i t h i n  l i m i t e d  g e o g r a p h i c  

j u r i s d i c t i o n s .  

E f f e c t i v e  r e s o l u t i o n  o f  t h e  problems r e q u i r e s  t h e  deve lop -  

ment o f  t h e  needed mix o f  d i f f e r e n t  a g e n c i e s  ( such  a s  p o l i c e  

d e p a r t m e n t s  and c o u r t s ) ,  a s  w e l l  a s  c o o r d i n a t e d  a c t i o n s  by 

l i k e  a g e n c i e s  ( such  a s  p o l i c e  i n  two a d j a c e n t  c o m m u n i t i e s ) .  

No l e g a l  b a s i s  e x i s t s  t o  g e n e r a t e  t h i s  t y p e  of problem s o l v i n g  

and p r o j e c t  a c t i o n .  T h e r e f o r e ,  t h e  problems remain and t h e  

s o l u t i o n s  p u t  f o r t h  a r e  p i e c e m e a l .  

The i n f o r n a t i o n - b a s e d  management model i s  i n t e n d e d  f o r  

j u s t  such  a  s i t u a t i o n .  I t s  heavy emphas is  on t h e  Management 

P l a n n i n g  c a t e g o r y ,  i n c l u d i n g  n e g o t i a t i o n s  w i t h  t h e  v a r i o u s  

o p e r a t i n g  u n i t s ,  i s  o b v i o u s l y  aimed a t  p r o v i d i n g  c o o r d i n a t i v e  

d i r e c t i o n  f o r  such  a  v a r i e g a t e d  se t  o f  a c t o r s  a s  e x i s t  i n  t h e  

t r a f f i c  s a f e t y  a r e a .  The n e x t  c h a p t e r  r e c o g n i z e s  t h e  a p p l i -  

c a b i l i t y  o f  t h e  model t o  t h e  t r a f f i c  s a f e t y  a r e a  i n  g e n e r a l  

and d i s c u s s s s  i t s  a p p l i c a t i o n  t o  t h e  p l a n n i n g  and c o o r d i n a -  

t i o n  o f  t r a f f i c  s a f e t y  a c t i v i t i e s  i n  Oakland County,  Michigan .  



3 .0  TRAFFIC SAFETY MANAGEMENT I N  OAKLAND COUNTY 

I n  Oakland County, a s  i n  most p l a c e s ,  t r a f f i c  s a f e t y  

s e r v i c e s  have t r a d i t i o n a l l y  been provided by a  l a r g e  number 

of  i n d i v i d u a l  and autonomous agenc ies .  Also t y p i c a l  i s  t h e  

f a c t  t h a t  most of  t h e s e  agenc ies  p rov ide  t r a f f i c  s a f e t y  

s e r v i c e s  a s  a  b i -p roduc t  of t h e i r  pr imary charge .  These 

f a c t s  l e a d  t o  t h e  i n a d e q u a c i e s ,  i n c o n s i s t e n c i e s ,  and 

i n e f f i c i e n c i e s  i n  t h e  p roduc t ion  of t r a f f i c  s a f e t y  s e r v i c e s  

d i s c u s s e d  g e n e r a l l y  i n  S e c t i o n  2 . 0 .  

I n  1965 t h e  problems i n h e r e n t  i n  t h i s  piecemeal  approach 

were recogn ized .  A s e r i e s  o f  t a s k  groups composed of  con- 

ce rned  and invo lved  c i t i z e n s ,  was convened t o  s t u d y  t h e  

t r a f f i c  s a f e t y  problem and t h e ,  t h e n - c u r r e n t ,  r e sponses  t o  

i t .  Among t h e  outcomes of  t h i s  s t u d y  was t h e  r e c o g n i t i o n  o f  

t h e  need f o r  some type  of  county-wide c o o r d i n a t i v e  mechanism. 

The r e s u l t  of  t h i s  r e c o g n i t i o n  was t h e  c r e a t i o n  o f  t h e  T r a f f i c  

Improvement A s s o c i a t i o n  of  Oakland County ( T I A ) .  

Under t h e  d i r e c t i o n  of t h e  Execut ive  Committee of i t s  Board 

o f  D i r e c t o r s ,  t h e  T I A  s t a f f  has  performed both  a  c o o r d i n a t i v e  

and an o p e r a t i o n a l  r o l e .  One of t h e  primary c o o r d i n a t i v e  

a c t i v i t i e s  was t h e  development of t h e  T r a f f i c  Data Center  

(TDC) t o  accumulate,  r e c o r d ,  s t o r e ,  and p r o c e s s  d a t a  on 

a c c i d e n t s  and enforcement  throughout  t h e  county .  From i t s  

i n i t i a l  purpose o f  p rov id ing  s imple  d a t a  summaries,  t h e  TDC 

h a s  expanded i n  response  t o  needs expressed  by t h e  v a r i o u s  

p o l i c e  and e n g i n e e r i n g  agencies  which use t h e  d a t a .  I t  now 

i s  c a p a b l e  of  p r o v i d i n g  s o p h i s t i c a t e d  summaries of  a c c i d e n t s  

and enforcement  a c t i v i t i e s  c l a s s i f i e d  by a  v a r i e t y  of  f a c t o r s  

i n c l u d i n g  l o c a t i o n ,  t ime of day ,  a l c o h o l  involvement ,  e t c .  

I n  a d d i t i o n ,  t h e  TDC has  i n s t i t u t e d  an i n t e r s e c t i o n  r a t i n g  

sys tem f o r  de te rmin ing  t h e  need f o r  improved c o n t r o l  mechanisms 

and/or  geometr ics  . 
I n  g e n e r a l ,  T I A  pursued t h e  recommendations of  t h e  1965 

t a s k  group s t u d y ,  i n c l u d i n g  such t h i n g s  a s  a d d i t i o n a l  remedia l  



d r i v e r  t r a i n i n g  c e n t e r s  and improved h i g h  s c h o o l  d r i v e r  t r a i n -  

i n g  programs.  The p rocedure  used  was t o  draw t o g e t h e r  p e o p l e  

i n v o l v e d  i n  t h e  a c t i v i t i e s  and a t t e m p t  t o  d e v e l o p  and imple-  

ment t h e  programs.  

I n  a d d i t i o n  t o  t h i s  c a t a l y t i c  r o l e ,  T I A  h a s  responded  

p rog rammat i ca l ly  t o  e x p r e s s e d  needs  when t h e r e  were no o t h e r  

o p e r a t i n g  a g e n c i e s .  The most n o t a b l e  a c t i o n  o f  t h i s  t y p e  was 

t h e  i n t e n s i v e  s e a t  b e l t  campaign conducted  i n  1968-69. 

S t i l l ,  however ,  T I A  f e l t  t h a t  i t s  c o o r d i n a t i v e  a c t i o n s  

were n o t  a s  e f f e c t i v e  a s  t h e y  c o u l d  b e .  To remedy t h i s ,  t h e  

c u r r e n t  d e m o n s t r a t i o n  p r o j e c t  was deve loped  t o  e x p l o r e  t h e  

u s e  o f  advanced management t e c h n o l o g y  t o  improve t h e  p r o v i s i o n  

o f  t r a f f i c  s a f e t y  a c t i v i t i e s  i n  Oakland County.  The r ema inde r  

o f  t h i s  s e c t i o n  w i l l  d e a l  w i t h  t h e  a p p l i c a t i o n  o f  t h e  

i n f o r m a t i o n - b a s e d  management model deve loped  i n  S e c t i o n  2 . 0  

t o  t h e  t r a f f i c  s a f e t y  s i t u a t i o n  i n  Oakland County.  

3 . 1  STRATEGIC PLANNING 

A s  s p e c i f i e d  i n  t h e  Management Model d i s c u s s i o n  i n  S e c t i o n  

2 . 0 ,  t h i s  c a t e g o r y  of  a c t i v i t i e s  d e a l s  p r i m a r i l y  w i t h  component 

t a s k  A - 1 :  

To d e t e r m i n e  what t h e  d e s i r e d  c h a r a c t e r i s t i c s  o f  t h e  
envi ronment  s h o u l d  b e - - e s t a b l i s h  o b j e c t i v e s  and p r i o r i t i e s .  

Th i s  dec is ion-making  on p o l i c i e s  and o b j e c t i v e s  f o r  t h e  

c o o r d i n a t i o n  of t r a f f i c  s a f e t y  a c t i v i t i e s  t h r o u g h o u t  Oakland 

County i s  performed a l m o s t  e n t i r e l y  by TIA. The i n d i v i d u a l  

a g e n c i e s ,  of  c o u r s e ,  p l a n  t h e i r  t r a f f i c  s a f e t y  r e l a t e d  a c t i v i -  

t i e s ,  b u t  t h i s  i s  f ragmented  u n i l a t e r a l  a c t i v i t y  which f a l l s  

i n  t h e  management and o p e r a t i o n  l e v e l s  r a t h e r  t h a n  i n  t h e  

s t r a t e g i c  p l a n n i n g  c a t e g o r y .  The o n l y  body d e a l i n g  p r i m a r i l y  

w i t h  t r a f f i c  s a f e t y  f o r  t h e  coun ty  a s  a  whole i s  T I A .  

T h i s  f u n c t i o n  i s  per formed i n  T I A  by t h e  E x e c u t i v e  Committee 

of t h e  Board of  D i r e c t o r s .  T h i s  commit tee  h a s  e x p r e s s e d  i t s  



conce rn  w i t h  t h e  t r a f f i c  a c c i d e n t  s i t u a t i o n  i n  Oakland County 

and i t s  d e s i r e  t o  do something abou t  it on a  county-wide 

b a s i s .  I n  a d d i t i o n ,  it has  e s t a b l i s h e d  p o l i c y  c o n s t r a i n t s  

on s o u r c e s  o f  f u n d i n g ,  t y p e s  o f  a c t i v i t i e s  t o  be u n d e r t a k e n ,  

e t c .  F i n a l l y ,  it has  s e r v e d  a s  a  rev iew body t o  e n s u r e  

t h a t  p roposed  programs f a l l  w i t h i n  t h e  p o l i c y  g u i d e l i n e s .  

The Execu t ive  Committee o f  t h e  T I A  Board o f  D i r e c t o r s  

h a s  done w e l l  i n  i t s  concern  f o r  t r a f f i c  s a f e t y  a t  t h e  

county-wide s c a l e .  Only s l i g h t  m o d i f i c a t i o n s  a r e  r e q u i r e d  

i n  o r d e r  f o r  t h i s  committee t o  e f f e c t i v e l y  pe r fo rm t h e  

s t r a t e g i c  p l a n n i n g  f u n c t i o n  f o r  t h e  county-wide t r a f f i c  

s a f e t y  management o p e r a t i o n .  With t h i s  a im,  t h e  f o l l o w i n g  

recommendations a r e  made: 

I n i t i a t e  r e g u l a r l y  s chedu led  mee t ings  a t  l e a s t  f o u r  

t i m e s  p e r  y e a r .  T h i s  f requency  i s  n e c e s s a r y  t o  i n s u r e  

c o n t i n u o u s  and adequa te  c o n t r o l  o v e r  management 

p l a n n i n g  s t a f f  a c t i v i t i e s .  

Take t h e  i n i t i a t i v e  i n  r ev i ewing  management p l a n n i n g  

s t a f f  o p e r a t i o n s .  T h i s  i n c l u d e s  n o t  o n l y  t h e  programs 

deve loped  by s t a f f  b u t  a l s o  t h e  c a p a b i l i t i e s  and 

r e s o u r c e s  a v a i l a b l e  t o  t h e  s t a f f .  I f  t h e s e  a r e  n o t  

s e e n  a s  s u f f i c i e n t ,  t h e  S t r a t e g i c  P l a n n i n g  body s h o u l d  

i n i t i a t e  a c t i o n s  t o  r e c t i f y  t h e  s i t u a t i o n .  

3 .  S p e c i f y  p r i o r i t y  a r e a s  f o r  i n t e n s i v e  management 

p l a n n i n g  s t a f f  involvement .  T h i s  i s  n e c e s s a r y  t o  

g u i d e  o p e r a t i o n s  i n  t h e  d i r e c t i o n  d e s i r e d  by t h e  

S t r a t e g i c  P l ann ing  body. 

4 .  M a i n t a i n ,  c o n s o l i d a t e  and s t r e n g t h e n  r e l a t i o n s h i p s  

w i t h  h i g h e r  l e v e l s  of government.  Oakland County i s  

n o t  i s o l a t e d  and i t s  o p e r a t i o n s  must mesh w i t h  t h o s e  

proposed  f o r  t h e  s t a t e  a s  a  whole.  Mechanisms must b e  

e s t a b l i s h e d  f o r  p r o v i d i n g  c o n t i n u o u s  r e l a t i o n s h i p s  

w i t h  t h e  S t a t e  and F e d e r a l  Government, p r i m a r i l y  v i a  

t h e  Michigan O f f i c e  o f  Highway S a f e t y  P l ann ing .  



5 .  Xaintai r :  a membership r e ~ r e s e n t a t i v e  of  l e a d e r s h i p  

i n  the County. Inc luded  s h o u l d  be p u b l i c  and p r i v a t e  

o f f i c i z l s ,  bo th  e l e c t e d  and a p p o i n t e d .  T h i s  i s  

n e c e s s a r y  b c t h  t o  m a i n t a i n  l e g i t i m a c y  i n  t h e  e y e s  o f  

t h e  p u b l i c  and t o  i n s u r e  s e n s i t i v i t y  t o  p u b l i c  

s e n t i m e n t s .  

P o l i c i e s ,  o b j e c t i v e s ,  p r i o r i t i e s ,  e t c . ,  e s t a b l i s h e d  by t h e  

s t r a t e g i c  s l a n n i n g  body shou ld  be t r a n s m i t t e d  t o  t h e  s t a f f  

managing d i r e c t o r  who has  t h e  r e s p o n s i b i l i t y  f o r  implement ing 

them. However, t h e  managing d i r e c t o r  w i l l  c e r t a i n l y  have 

some i n p u t  t o  t h e  s t r a t e g i c  p l a n n i n g  dec is ion-making  ' p r o c e s s .  

3 . 2  MANAGEMENT PLANNING 

Management p l a n n i n g  a c t i v i t i e s - - i d e n t i f y i n g  and s p e c i f y -  

i n g  p rob lems ,  deve lop ing  programs,  and e v a l u a t i n g  programs-- 

i s  t y p i c a l l y  h i g h l y  d e c e n t r a l i z e d  i n  t h e  t r a f f i c  s a f e t y  f i e l d .  

Because s e r v i c e s  a r e  p rov ided  by a  h o s t  o f  autonomous b o d i e s ,  

t h e  p l a n n i n g  o f  t h e s e  a c t i o n s  i s  done autonomously a l s o .  I n  

Oakland County t h e  f r a g m e n t a t i c n  of  mmagement p l a n n i n g  

czused  by t h i s  d e c e n t r a l i z a t i o n  t a k e s  two forms .  The most 

obvious  i s  geograph ic  f r a g m e n t a t i o n .  Each j u r i s d i c t i o n  h a s  

i t s  own geograph ic  a r e a  f o r  which it  p l a n s .  There  i s  no 

assura j lce  of  un i form p l a n n i n g  a c r o s s  t h e  c o u n t y ,  n o r  i s  t h e r e  

a s s w a n c e  t h a t  a d j a c e n t  c o u n t i e s  w i l l  be  c o n s i s t e n t  i n  t h e i r  

app roach .  The second t y p e  of f r a g m e n t a t i o n  e x i s t s  w i t h i n  j u r i s -  

d i c t i o n s  where d i f f e r e n t  depa r tmen t s  p r o v i d e  d i f f e r e n t  s e r v i c e s ,  

and each  does  i t s  own p l a n n i n g .  

Over looking  t h e  f r a g m e n t a t i o n  problems , management p l a n n i n g  

a c t i v i t i e s  cai: only be  d e s c r i b e d  a s  w o e f u l l y  i n a d e q u a t e .  

Problem i d e n k i f i c a t j . c n  t e n d s  t o  jump immedia te ly  from v i s i b l e  

symptoms t o  s p e c i f i c  t a s k s - - t a s k s  which a r e  t o o  o f t e n  d e f i n e d  

by d e p a r t m e n t a l  limits r a t h e r  t h a n  c h a r a c t e r i s t i c s  o f  t h e  prob-  

lem. (Some of t h i s  may be  due t o  t h e  h i g h  c o s t  o f  a n a l y t i c  t e c h -  

n o l o g y ,  c o s t  t h z t  p r o h i b i t s  i t s  use  by s m a l l ,  i ndependen t  u n i t s . )  



Since responses t o  t r a f f i c  s a f e t y  problems a r e  gene ra l l y  

developed on a  departmental  b a s i s ,  a t tempts  a t  county-wide 

programming and coordinat ion a r e  c l e a r l y  t h e  except ion.  The 

Oakland County Road Commission has undertaken pass ive  

a t tempts  t o  convince l o c a l  governments t o  p a r t i c i p a t e  i n  

county-wide roadway improvement a c t i v i t i e s .  

F i n a l l y ,  t h e  eva lua t ion  of p r o j e c t s  and programs i s  s p o t t y  

a t  b e s t .  T r a f f i c  records  a r e  maintained bu t  it i s  d i f f i c u l t  

t o  t i e  them t o  t h e  implementation of s p e c i f i c  programs. 

P a r t l y  t h i s  r e f l e c t s  t h e  s t a t e - o f - t h e - a r t  i n  highway s a f e t y  

technology,  and p a r t l y  i t  r e f l e c t s  t h e  f a c t  t h a t  highway 

s a f e t y  problems t ranscend departmental  and j u r i s d i c t i o n a l  

boundar ies ,  thus  making eva lua t ion  a t  t h e  l o c a l  l e v e l  un- 

r e l i a b l e  i f  not  impossible.  

The above paragraphs descr ibe  management planning i n  high- 

way s a f e t y  as  i t  occurs i n  most count ies .  In  Oakland County 

t h e r e  i s  one major except ion.  The T r a f f i c  Improvement 

Associa t ion has been a t tempt ing t o  perform t h e  county-wide 

management planning t a s k s .  TIA1s e f f o r t s  i n  d a t a  c o l l e c t i o n  

and process ing ,  t h e  s e a t  b e l t  campaign, and o t h e r  programs 

were descr ibed  above. In  a d d i t i o n ,  t h e  cu r r en t  demonstration 

program has included i n t e n s i v e  e f f o r t s  i n  county-wide problem 

i d e n t i f i c a t i o n  and s p e c i f i c a t i o n ,  as  wel l  as  county-wide 

program development. The r e s u l t s  of t he se  e f f o r t s  involve  

not  only l i s t s  of problems and programs, b u t  a  r e p e r t o i r e  of 

techniques f o r  r epea t ing  t h e  process on a  p e r i o d i c  b a s i s .  

The demonstration p r o j e c t  has y e t  t o  move i n t o  t h e  imple- 

mentation and coordinat ion of county-wide programs, bu t  T I A  

has at tempted t o  i n i t i a t e  i n t e r a c t i o n  between j u r i s d i c t i o n s  

by convening meetings of po l i ce  c h i e f s ,  t r a f f i c  eng ineers ,  

d r i v e r  educat ion i n s t r u c t o r s ,  e t c .  This was no t  done a s  a  

means of implementing s p e c i f i c  common programs, b u t  r a t h e r  

t o  f o s t e r  awareness of common problems and genera te  j o i n t  

a c t i v i t i e s .  



S e c t i o n  2 . C  i d e n t i f i e 6  z i g h t  CoTiponecE t a s k s  a s  composing 

t h e  Mansgement 2lari:ing categozy ,See F i g u r e  3 ,  a b o v e ) .  
i ; ' '- , 

L - -  L -  ls ~.:i---z:;st.: ,- P ec e x p e c t  t k ~ +  z l i  e i g h t  o f  t h e s e  

t a s k s  car' 5e irnriedis.tely es tcSILzki~E. ,  fzll blown,  w i t h i n  

TIk, i t  i s  p o s s i k l e  LC use t h e  rnanzicement model a s  a  b a s i s  

f ~ r  re..-,c~i..nenaed. cl-~anges i r ~  TZA s t a f f  a c t i v i t i e s .  The 
. - i - f o l l o w i n g  pzges wrii i o o k  a t  TIA ii? t e rms  o f  t.he e i g h t  corn- 

nonent  t z s l ~ . ~  and  reecinmend modif icz- i t iocs .  A s  w i l l  be  s e e n ,  

t h e  e n p h a s i s  will vary  between t h e  eight t a s k s .  

Task E - i  
To :cecognize when t h e  c h a r a c t e r i s t i c s  of  t h e  e n v i r o n -  
ment a r e  n c t ,  cr are  n o t  e x p e c t e d  t o  b e ,  a s  d e s i r e d .  

TIA s h o u l d  c o n t i n u e  i t s  e f f o r t s  a t  t h i s  t y p e  of  problem 
. ?  . . ~ c ~ e n t l f ~ c a t i o n .  The s t a t e  of  t r a f f i c  s a f e t y  a n a l y s i s  s u g g e s t s  

t h a z  ? e t ~ . i l e d  c o ~ ~ p c t e r - b a s e 2  models v i l l  n o t  be  p r a c t i c a b l e  

f o r  t h i s  t y p e  of a c t i v i t y .  Howevex; t h e  d e m o n s t r a t i o n  p r o j e c t  

i t s e l f  h a s  d e m i o ~ e d  some t e c h n i q u e s  t h a t  appea r  t o  be  a p p l i -  

c a b l e ,  * 1.: p a r t i c . ~ i a r ,  t t L e  i n v e s t i ~ a t i c ~  showed t h a t  t r a f f i c  

s a f e t y  ~i-oSiems ce; Se id.er.-iifiedi, b o t h  by e x a m i i ~ i n g  s t a t i s -  

t i c a l  meas7;:ces cf t h e  a c c i d e n t  e x p e r i e n c e  and by a s s e s s i n g  

t h e  p e r c e p t i o n s  of pe r sons  a c t i v e  I n  tPLe f i e l d .  I t  i s  

recommen2ed. t h a t  e s c h e d u l e  f o r  p e r i o 2 . i ~  s y s t e m a t i c  problem 

identification v i r  t h e s e  methods be e s t a b l i s h e d .  

. - 
C t a t i s t i c z L  & n z l y s i s  of  a e c ~ a e r ~ k  ??to i s  t h e  most t ime  " 

consuming ~ n e t t o d  arid g e n e r z l l y  prc ,viZes o n l y  supplementary  
< .  ,lh i ~ s 2 ~ n - L  +i,; m u  .?-?.-&- e m s  i ~ ~ ? _ s  ~.=:1( i s  r.r.ot n e c e s s a r y  on an 

- . . .  arlnuzl 5 a 5 i s ,  yr,2Sab:-y ever17 t h r e e  or f o u r  y e a r s  w i l l  b e  

suf f i ~ i e n :  2-25 T.qF?: z l low aria-lysis of  mzjor changes i n  t r e n d s  
, .. 

based  cn :le;". 6.2:?. f l ~ e s ,  

- - The ;asesszent C L  ~ c c a l  p z a c t i z r c c e r s  is e p a r t i c u l a r l y  

----. -- 
*Munsoi?, K. ! I+ ,  et a? ;  ''Task. 2 :  Analvsis o f  Hi,ghway Crash 

Problems zZd T r i o r i t l e s " ,  ' 1 7 ~ 1 ~ .  I & ;I I I n t e r i m  Rept No. 
HSRZ-OC2330-2, 15 ~ p r i l  1971, 



t a s k  f o r c e  approach i n i t i a t e d  a s  p a r t  of t h e  demonst ra t ion  

program was s u c c e s s f u l  though time consuming. Convening 

t h e s e  groups on a  b i -annual  b a s i s  w i l l  p rov ide  s u f f i c i e n t l y  

d e t a i l e d  problem s p e c i f i c a t i o n  f o r  remaining p lanning work. 

The mail-out  survey t echn ique  i s  a  r e l a t i v e l y  quick  means 

of  a s s e s s i n g  t h e  r e l a t i v e  importance of v a r i o u s  t r a f f i c  s a f e t y  

problems a s  perce ived by p r a c t i t i o n e r s  i n  t h e  f i e l d .  I t  

i n v o l v e s  l i t t l e  e f f o r t  by t h e  respondent  and t a k e s  l i t t l e  t ime 

f o r  a n a l y s i s  of t h e  d a t a .  The in fo rmat ion  genera ted  p rov ides  

e x c e l l e n t  back-up r e f e r e n c e  t o  t h e  t a s k  group d e l i b e r a t i o n s .  

I t  i s  recommended t h a t  such a  s h o r t ,  p r i o r i t y  survey be 

admin i s t e red  annua l ly  t o  a t  l e a s t  a  sample o f  t h e  t o t a l  l i s t  

of c u r r e n t  p r a c t i t i o n e r s .  

The Michigan O f f i c e  of Highway S a f e t y  Planning (OHSP) i s  

invo lved  i n  t r a f f i c  s a f e t y  problem a n a l y s i s  on a  s t a t e -wide  

b a s i s .  Close i n t e r a c t i o n  wi th  OHSP could w e l l  provide  con- 

s i d e r a b l e  a s s i s t a n c e  i n  l o c a l  problem i d e n t i f i c a t i o n ,  and 

a l low l o c a l  e f f o r t s  t o  c o n c e n t r a t e  on s p e c i f i c a t i o n ,  cause  

and e f f e c t  a n a l y s i s ,  and p r i o r i t y  ranking.  

Task B-2 
To examine t h e  workings of t h e  environment t o  determine 
why t h e  d e s i r e d  s t a t e s  a r e  n o t  o c c u r r i n g ,  o r  a r e  n o t  
expected  t o  occur .  

Once a  problem i s  i d e n t i f i e d ,  it must be f u r t h e r  s p e c i f i e d  

by determining i t s  causes--what f a c t o r s  i n  t h e  environment 

cause  t h e  d e v i a t i o n  from t h e  d e s i r e d  s t a t e .  

This  t a s k ,  whi le  i m p o r t a n t ,  must be given secondary 

emphasis .  D e f i c i e n c i e s  i n  t h e  s t a t e - o f - t h e - a r t  of t r a f f i c  

s a f e t y  a n a l y s i s ,  and l i m i t e d  t ime and r e s o u r c e s  a v a i l a b l e ,  

i n d i c a t e  t h a t  a  h i g h l y  r e f i n e d  s y s t e m a t i c  approach t o  t h i s  

t a s k  i s  u n r e a l i s t i c .  I t  i s  recommended t h a t  t h e  s t a f f  con t inue  

t o  u t i l i z e  i t s  e x p e r t i s e  and s u b j e c t i v e  unders tand ing  of t h e  

a c c i d e n t  system t o  i d e n t i f y  cause and e f f e c t  l i n k a g e s .  



C e r t a i n l y ,  a s  e x p e r i e n c e  accumula t e s ,  t h i s  s u b j e c t i v e  p r o c e s s  

w i l l  become a  c l o s e r  approximat ion  o f  r e a l i t y .  However, i t  

i s  c r i t i c a l  t h a t  t h e  focus  be  on problems a t  t h i s  p o i n t  and 

n o t  become f o r c e d  i n t o  a  t a s k  o r  d e p a r t m e n t a l  mold. 

Task B-3 
To propose  and p r e t e s t  changes i n  t h e  envi ronment  which 
would r e t u r n ,  o r  b r i n g ,  t h e  c h a r a c t e r i s t i c s  t o  t h e  
d e s i r e d  s t a t e s .  

Under t h e  demons t r a t i on  p r o j e c t ,  TIA under took  some program 

development  a c t i v i t y .  T h i s  s h o u l d  b e  c o n t i n u e d  and expanded 

s i n c e  it forms t h e  b a s i s  f o r  e f f e c t i v e  r e s p o n s e  t o  t r a f f i c  

a c c i d e n t  p roblems.  A t e c h n i c a l l y  competent  and h i g h l y  

c r e a t i v e  s t a f f  must c o n c e n t r a t e  on c o n c e i v i n g  e f f e c t i v e  ways 

o f  a l l e v i a t i n g  t h e  s p e c i f i e d  problems . They must be  f a m i l i a r  

w i t h  t h e  most c u r r e n t  t e c h n i c a l  r e s e a r c h  y e t  comple t e ly  aware 

o f  t h e  c a p a c i t i e s  and c a p a b i l i t i e s  o f  t h e  r e l e v a n t  l o c a l  

o p e r a t i n g  u n i t s .  

Obviously computer-based models f o r  s i m u l a t i n g  and p r e -  

t e s t i n g  t h e  r e s u l t s  of  p o t e n t i a l  programs w i l l  n o t  be  a v a i l -  

a b l e  t o  T I A .  I n s t e a d ,  t h e  s t a f f  w i l l  be  r e q u i r e d  t o  make 

s u b j e c t i v e  and t e c h n i c a l  e s t i m a t e s  of  t h e  impact  o f  each  o f  

t h e  v a r i o u s  p o t e n t i a l  programs.  T h i s  of  c o u r s e  r e q u i r e s  

t h a t  e v a l u a t i o n a l  c r i t e r i a  he e s t a b l i s h e d  f o r  t h e  v a r i o u s  

programs.  

Task B-4 
For  s o l u t i o n s  a p p e a r i n g  s u c c e s s f u l  i n  t h e  p r e t e s t ,  t o  
d e t e r m i n e  f e a s i b l e  means of  imp lemen ta t ion ,  i n c l u d i n g  
t h e  i d e n t i f i c a t i o n  o f  t h e  p r o p e r  implement ing  p e r s o n s  
o r  u n i t s .  

Once an a c c e p t a b l e  program i s  d e v e l o p e d ,  t h e  n e x t  s t e p  i s  

t o  d e t e r m i n e  means o f  implement ing  i t .  The management model 

o f  S e c t i o n  2 . 0  c a l l s  t h i s  t h e  "programming" phase  which d e a l s  

w i t h  d e t e r m i n i n g  which p a r t s  o f  t h e  program can  be  performed 

by which o p e r a t i n g  u n i t .  A g r e a t  d e a l  o f  c a r e  must be  t a k e n  

d u r i n g  t h i s  a c t i v i t y  t o  i n s u r e  t h a t  l o c a l  c a p a b i l i t i e s  and 



r e s o u r c e s  a r e  n o t  exceeded ,  and t h a t  i n t e r a c t i o n s  between 

components a r e  e s t a b l i s h e d .  

N e v e r t h e l e s s ,  it must be remembered t h a t  t h e  a c t i o n  p l a n  

(sets  o f  p r o j e c t s  and implement ing u n i t s )  g e n e r a t e d  h e r e  i s  

h y p o t h e t i c a l  and t e n t a t i v e .  A s  a  p o t e n t i a l  p a i r i n g  of  a c t s  

and a c t o r s  t h e  a c t i o n  p l a n  i s  i n t e n d e d  a s  a  b a s i s  f o r  

n e g o t i a t i n g  a c t i o n  p r o j e c t s  d u r i n g  t h e  c o o r d i n a t i o n  a c t i v i t i e s .  

The a c t i o n  p l a n  g e n e r a t e d  d u r i n g  t h e  programming phase  shou ld  

n o t  be a l lowed t o  become an end  i n  i t s e l f .  

Task B-5 
To communicate t o  t h e  proposed  implement ing p e r s o n s  o r  
u n i t s  t h e  n a t u r e  o f  t h e  s i t u a t i o n  t o  be  changed,  t h e  
proposed a c t i v i t i e s ,  and t h e  p o t e n t i a l  r e s o u r c e s  a v a i l -  
a b l e .  

Th i s  t a s k ,  l o o s e l y  termed c o o r d i n a t i o n ,  compr ises  bo th  t h e  

major  d i v e r g e n c e  from t r a d i t i o n a l  p l a n n i n g  o p e r a t i o n s  and t h e  

pr imary  key t o  s u c c e s s  i n  mul t i -governmenta l  management. Too 

o f t e n  p l a n n e r s  complete  t h e  program development  phase  and 

assume t h a t  t h e i r  t a s k s  a r e  f i n i s h e d .  I t  i s  a  b a s i c  premise  

beh ind  t h e  recommendations i n  t h i s  r e p o r t  t h a t  c a r e f u l ,  

p l a n n e d ,  s y s t e m a t i c  c o o r d i n a t i v e  e f f o r t s  a r e  r e q u i r e d  f o r  

t h e  s u c c e s s f u l  implementa t ion  o f  c o o r d i n a t e d  programs. These 

i n t e r a c t i o n s  between t h e  management p l a n n i n g  s t a f f  and t h e  

o p e r a t i n g  u n i t s  a r e  termed " n e g o t i a t i o n s .  " The f i r s t  need  

o f  t h e  management p l a n n i n g  s t a f f  i s  s t r a t e g i e s  f o r  n e g o t i a -  

t i o n .  

A n e g o t i a t i n g  s t r a t e g y  n e c e s s a r i l y  answers  two q u e s t i o n s :  

Whom t o  n e g o t i a t e  w i t h ,  and how t o  n e g o t i a t e  w i t h  them. The 

f i r s t  q u e s t i o n  i s  answered,  t e n t a t i v e l y ,  by t h e  a c t i o n  p l a n .  

I t  i s  recommended t h a t  n e g o t i a t i o n s  be  d i r e c t e d  s p e c i f i c a l l y  

towards  t h o s e  o p e r a t i n g  u n i t s  which a r e  r e l e v a n t  t o  a  g iven  

program, r a t h e r  t h a n  towards a l l  u n i t s  i n  g e n e r a l .  Th i s  

i d e n t i f i e s  t h e  t a r g e t s .  I t  dc>es n o t  imply t h a t  a l l  r e l e v a n t  

u n i t s  s h o u l d  be  approached i n  t h e  same manner a t  t h e  same time. 



The "how" q u e s t i o n  i s  e x t r e m e l y  i m p o r t a n t .  The rnanage- 

ment p l a n n i n g  s t a f f  must devo te  a  g r e a t  d e a l  of  time and e n e r -  

gy t o  t h e  development of s y s t e m a t i c  c h a r a c t e r i z a t i o n  o f  e v e r y  

p o t e n t i a l  o p e r a t i n g  u n i t  i n  t h e  coun ty .  The answers  t o  t h e  

"how" q u e s t i o n  w i l l  depend b o t h  on c h a r a c t e r i s t i c s  o f  t h e  

o p e r a t i n g  u n i t  and on t h e  p a r t i c i p a t i o n  d e s i r e d  o f  t h e  

o p e r a t i n g  u n i t .  

A g r e a t  d e a l  o f  t h i s  t y p e  of  knowledge w i l l  b e  g e n e r a t e d  

by o b s e r v i n g  t h e  r e a c t i o n s  o f  v a r i o u s  o p e r a t i n g  u n i t s  t o  

n e g o t i a t i o n  a t t e m p t s .  T h i s ,  of  c o u r s e ,  s h o u l d  b e  r e c o r d e d  

and a n a l y z e d .  However, t o  a l l o w  t h e s e  i n i t i a l  e f f o r t s  t o  be  

somewhat g u i d e d ,  it i s  h i g h l y  recommended t h a t  t h e  manage- 

ment p l a n n i n g  s t a f f  engage i n  i n t e n s i v e  r e s e a r c h ,  s i m u l t a n e o u s  

w i t h  t h e  program development  e f f o r t s ,  aimed a t  d e v e l o p i n g  t h e  

c h a r a c t e r i z a t i o n s  o f  t h e  o p e r a t i n g  u n i t s ,  d e v e l o p i n g  a  

p o t e n t i a l  l i s t  o f  n e g o t i a t i n g  s t y l e s  and t e c h n i q u e s ,  and 

making t e n t a t i v e  matches o f  u n i t s  and t e c h n i q u e s .  

When n e g o t i a t i o n s  do t a k e  p l a c e ,  i t  must b e  remembered 

t h a t  t h e  i n t e n t  i s  n o t  n e c e s s a r i l y  t o  a g r e e  on t h e  t e n t a t i v e  

a c t i o n  p l a n  r i g h t  down t o  t h e  l e t t e r .  R a t h e r ,  it i s  d e s i r e d  

t o  d e v e l o p  a s e t  of  r e l a t e d  p r o j e c t s  which a r e  a g r e e a b l e  and 

a c c e p t a b l e  t o  t h e  o p e r a t i n g  u n i t s ,  and which approximate  t h e  

end  r e s u l t  o f  t h e  i n i t i a l  a c t i o n  p l a n .  

Along w i t h  t h e  n e g o t i a t i o n  a s p e c t  between t h e  management 

p l a n n i n g  s t a f f  and t h e  o p e r a t i n g  u n i t s  i s  t h e  need  f o r  

e s t a b l i s h i n g  t h e  i n t e r - r e l a t i o n s h i p s  between t h e  v a r i o u s  

p r o j e c t s ,  and f o s t e r i n g  i n t e r a c t i o n s  between and among t h e  

v a r i o u s  o p e r a t i n g  u n i t s .  Such i n t e r a c t i o n  w i l l  f o s t e r  n o t  

o n l y  a  g r e a t e r  awareness  o f  common p rob lems ,  b u t  a l s o  a  b e t t e r  

u n d e r s t a n d i n g  of  c a p a b i l i t i e s  and c o n s t r a i n t s .  C o o r d i n a t i v e  

agreements  w i l l  be more e a s i l y  r e a c h e d  g iven  t h i s  g r e a t e r  

u n d e r s t a n d i n g  and awareness .  



Tasks B-6, B-7 ,  and B-8 
To monitor  t h e  a c t i v i t i e s  of t h e  implementing u n i t s  
t o  s e e  whether t h e  proposed a c t i v i t y  i s ,  i n  f a c t ,  
c a r r i e d  o u t .  I f  n o t ,  t h e  f a i l u r e  t o  g e t  t h e  a c t i v i t y  
implemented must be cons ide red  a s  an undes i red  s t a t e  
of t h e  environment.  

To monitor  t h e  a c t u a l  changes i n  t h e  environment a s  a  
r e s u l t  of  t h e  implemented a c t i o n  i n  o r d e r  t o  b u i l d  up 
a  memory of how t h e  environment responds t o  v a r i o u s  
a c t i v i t i e s .  

To c o n t i n u a l l y  r e - a s s e s s  t h e  environment i n  o r d e r  t o  
r e v i s e  t h e  s o l u t i o n s  and/or  t h e  recognized problems. 

These t h r e e  component t a s k s  w i l l  be  d i s c u s s e d  t o g e t h e r  

a s  d i f f e r e n t  forms of e v a l u a t i o n .  I t  has p r e v i o u s l y  been 

s t a t e d  t h a t  d e t a i l e d  e v a l u a t i o n  of  t r a f f i c  s a f e t y  programs i s  

very d i f f i c u l t .  Given t h e  s t a t e  of  t h e  a r t  it i s  imposs ib le  

t o  r e l a t e  changes i n  t h e  t r a f f i c  a c c i d e n t  exper ience  d i r e c t l y  

t o  i n d i v i d u a l  programs and p r o j e c t s .  N e v e r t h e l e s s ,  some type  

of  e v a l u a t i o n a l  informat ion  i s  needed f o r  program develop- 

ment a c t i v i t i e s .  

I n  t h e  absence of d e t a i l e d  e v a l u a t i v e  models it i s  

recommended t h a t  t h e  management p lann ing  s t a f f  under take  t h e  

fo l lowing  t h r e e  types  of e v a l u a t i v e  a c t i v i t i e s  which c o r r e s -  

pond t o  t h e  t h r e e  e v a l u a t i o n  component t a s k s .  

1. I n i t i a t e  d e t a i l e d  p e r i o d i c  assessment  of program 

and p r o j e c t  a c t i v i t i e s  by j u r i s d i c t i o n .  The d a t a  

he re  could  t a k e  t h e  form o f  t h e  volume and cover-  

age measures s p e c i f i e d  by P e a t ,  Marwick, M i t c h e l l  

& Co. i n  "Nat ional  Highway S a f e t y  Program Manage- 

ment and Repor t ing  System." 

2 .  Continue moni tor ing  of t h e  t r a f f i c  a c c i d e n t  s i t u a -  

t i o n  by t h e  T r a f f i c  Data Center  g e n e r a t i n g  p e r i o d i c  

summaries j u r i s d i c t i o n  o r  s m a l l e r  a r e a s  . 
3.  P e r i o d i c a l l y  compare t r e n d s  emerging i n  t h e  a c c i d e n t  

d a t a  and t r e n d s  i n  t h e  assessment  d a t a .  



Each of t h e s e  e v a l u a t i o n  a c t i v i t i e s  p rov ides  in fo rmat ion  

f o r  some f a c e t  of  t h e  management p l a n n i n g  f u n c t i o n .  Monitor- 

i n g  a c c i d e n t  d a t a  p rov ides  in fo rmat ion  on t h e  magnitude and 

t y p e  of problems e x i s t i n g  t o  t h e  problem i d e n t i f i c a t i o n  phase .  

Assess ing  a c t i v i t i e s  p rov ides  in fo rmat ion  on o p e r a t i n g  u n i t s '  

c a p a b i l i t i e s  and a c t i v i t i e s  t o  t h e  program development phase 

and t h e  c o o r d i n a t i o n  phase.  Trend comparison beg ins  t o  

develop e m p i r i c a l  r e l a t i o n s h i p s  bet-deen t r a f f i c  s a f e t y  

a c t i v i t i e s  and t h e  a c c i d e n t  s i t u a t i o n .  

Most of  t h e  d a t a  r e q u i r e d  by t h e  t h r e e  recommended eva lu -  

a t i v e  a c t i v i t i e s  i s  c o l l e c t e d  now o r  can be e a s i l y  c o l l e c t e d  

by t h e  o p e r a t i n g  j u r i s d i c t i o n s .  The s p e c i f i c  v a r i a b l e s  and 

measures t o  be recorded  a r e  s p e c i f i e d  i n  t h e  c o o r d i n a t i o n  

n e g o t i a t i o n  a c t i v i t i e s ,  b u t  shou ld  be  uniform a c r o s s  t h e  

county .  

I n  summary form, t h e  recommended Management Planning 

a c t i v i t i e s ,  v e s t e d  i n  TIA, a r e ,  

Mass s t a t i s t i c a l  a n a l y s i s  on f o u r  year i n t e r v a l .  

Problem prob ing  t a s k  groups on two y e a r  i n t e r v a l .  

Mail-out  p r a c t i t i o n e r  p r i o r i t y  survey on annual  b a s i s .  

S u b j e c t i v e  a n a l y s i s  of  cause  and e f f e c t  l i n k a g e s .  

Expand s t a f f  a c t i v i t i e s  i n  program development ( p l a n n i n g ) .  

S u b j e c t i v e  p r e - e v a l u a t i o n  of p o t e n t i a l  programs. 

Ex tens ive  involvement  i n  " p r o g r a m i n g "  of  s e l e c t e d  
programs. 

Commitment t o  " n e g o t i a t i o n s "  a s  means o f  developing 
and c o o r d i n a t i n g  p r o j e c t  a c t i v i t y .  

Research i n t o  development o f  n e g o t i a t i o n  s t r a t e g i e s .  

P e r i o d i c  s y s t e m a t i c  assessment  of  program a c t i v i t i e s .  

Continued moni to r ing  of  a c c i d e n t  e x p e r i e n c e .  

P e r i o d i c  comparison o f  assessment  and moni to r ing  
i n f o r m a t i o n .  

To conclude  t h e  recommendations f o r  management p l a n n i n g  

o p e r a t i o n s ,  some words must be s a i d  about  r e l a t i o n s h i p s  w i t h  



t h e  S t a t e  and Federa l  governments. The management p lann ing  

body shou ld  func t ion  a s  t h e  primary l i n k  between t h e  Michigan 

O f f i c e  of  Highway Safe ty  Planning (OHSP) and a l l  t r a f f i c  

s a f e t y  o p e r a t i o n s  i n  Oakland County. This  means t h a t  t h e  s t a f f  

shou ld  a i d  l o c a l  u n i t s  i n  p r e p a r i n g  S t a t e  funding r e q u e s t s  and 

keep t h e  S t a t e  OHSP up t o  d a t e  on county a c t i v i t i e s .  The 

S t a t e  OHSP i s ,  i n  t u r n ,  a  pr imary l i n k  t o  t h e  Nat ional  Highway 

T r a f f i c  S a f e t y  Admin i s t r a t ion .  

3 . 3  OPERATIONAL CONTROL 

A s  mentioned e a r l i e r ,  t r a f f i c  s a f e t y  s e r v i c e s  a r e  de- 

l i v e r e d  by a  v a r i e t y  of o p e r a t i n g  u n i t s  which a r e  f r e e  from 

c o n t r o l  by any c o o r d i n a t i n g  body. I n f l u e n c e  i s  s t r i c t l y  

v i a  c o o r d i n a t i v e  n e g o t i a t i o n s .  A t  p r e s e n t ,  t h e s e  u n i t s  

p rov ide  s e r v i c e s  i n  a  t a s k - o r i e n t e d  manner concerned more 

wi th  t h e  performance of an a c t  t h a n  w i t h  a  s e r v i c e  t o  t h e  

p u b l i c .  Eva lua t ion  of t h i s  performance i s  a l s o  t a s k  o r i e n t e d  

and d a t a ,  where c o l l e c t e d ,  a r e  i n c o n s i s t e n t  a c r o s s  j u r i s -  

d i c t i o n a l  boundar ies .  

While recommendations i n  t h i s  ca tegory  cannot  be d i r e c t l y  

implemented by t h e  c o o r d i n a t i n g  body, t h e y  can be cons idered  

d u r i n g  t h e  n e g o t i a t i n g  a c t i v i t i e s .  Opera t iona l  c o n t r o l  w i l l ,  

however, con t inue  t o  be t h e  rea lm of t h e  o p e r a t i n g  u n i t s .  

The fo l lowing  recommendations a r e  aimed a t  improving t h e s e  

a c t i v i t i e s .  

1. Attempt t o  modify t h e  t a s k  o r i e n t a t i o n  towards t h a t  
of p rov id ing  a  needed and recogn izab le  p u b l i c  
s e r v i c e .  

2 .  Attempt t o  induce t h e  development of  coord ina ted  
a c t i v i t i e s  both w i t h i n  and a c r o s s  j u r i s d i c t i o n a l  
boundar ies .  

3. Attempt t o  measure t h e  s u c c e s s  a t  p rov id ing  t h e  
s e r v i c e  r a t h e r  than  performing a  t a s k .  

4 .  Encourage t h e  p e r i o d i c  c o l l e c t i o n  of  d a t a  i n  
s t a n d a r d i z e d  form. 



3 . 4  ORGANIZATIONAL STRUCTURE CONSIDERATIONS 

The recommendations p r e s e n t e d  above have f o l l o w e d  t h e  

t h r e e  c a t e g o r y  framework o f  t h e  Management Model p r e s e n t e d  

i n  S e c t i o n  2 . 0 .  I t  remains  t o  t i e  t h e s e  f u n c t i o n a l  

recommendations t o g e t h e r  i n  an  o r g a n i z a t i o n a l  s t r u c t u r e .  

Such a  s t r u c t u r e  d e a l s  w i t h  s p e c i f i c  o f f i c e s ,  p e o p l e ,  o r  

g roups  of p e o p l e ,  and t h e  e x p l i c i t  l i n e s  o f  a u t h o r i t y  between 

them. 

A r e c e n t  r e p o r t  by t h e  N a t i o n a l  A s s o c i a t i o n  o f  C o u n t i e s  

Resea rch  Founda t ion  (NACORF) s u g g e s t e d  t h e  f o l l o w i n g  f o u r  

p o s s i b l e  o r g a n i z a t i o n a l  s t r u c t u r e s :  The T r a f f i c  S a f e t y  

Depa r tmen t ,  The T r a f f i c  S a f e t y  Commission, The O f f i c e  o f  

T r a f f i c  S a f e t y  C o o r d i n a t i o n ,  and The T r a f f i c  S a f e t y  Assoc i a -  

t i o n . *  While t h e  Oakland County Demons t r a t i on  P r o j e c t  t ook  

p l a c e  i n  t h e  c o n t e x t  o f  a  t r a f f i c  s a f e t y  a s s o c i a t i o n  (TIA) 

it i s  n o n e t h e l e s s  a p p r o p r i a t e  t o  examine b r i e f l y  a l l  o f  t h e  

NACORF s t r u c t u r e s  i n  t h e  l i g h t  o f  t h e i r  a p p l i c a b i l i t y  t o  t h e  

Oakland County c a s e .  

A l l  f o u r  o f  t h e  s t r u c t u r a l  p o s s i b i l i t i e s  d e s c r i b e d  by 

NACORF a r e  shown i n  s i m p l i f i e d  form i n  F i g u r e  5 .  

The " T r a f f i c  S a f e t y  Depar tment"  fo rm,  F i g u r e  5 ( a )  , c a l l s  

f o r  t h e  e s t a b l i s h m e n t  o f  a  f u l l  government d e p a r t m e n t  w i t h  

t h e  r e s p o n s i b i l i t y  f o r  c o o r d i n a t i n g  t r a f f i c  s a f e t y  a c t i v i t i e s  

among o t h e r  d e p a r t m e n t s .  T h i s  model i s  a p p a r e n t l y  i n t e n d e d  

f o r  i m p l e m e n t a t i o n  w i t h i n  a  s i n g l e  c i t y  s i n c e  it r e q u i r e s  

l e g i s l a t i v e  a c t i o n  by a  government  w i t h  home r u l e  powers 

( n o t  a v a i l a b l e  i n  Michigan c o u n t i e s )  , and s i n c e  it a p p e a r s  t o  

d e a l  w i t h  t r a f f i c  s a f e t y  a c t i v i t i e s  w i t h i n  a  s i n g l e  p o l i t i c a l  

j u r i s d i c t i o n  ( n o t  c o n s i s t e n t  w i t h  t h e  m u l t i p l e  j u r i s d i c t i o n a l  

c o u n t y  s c e n e ) .  The p r o p o s a l  a l s o  i m p l i e s  t h a t  t h e  g o v e r n i n g  

body w i l l  p e r f o r m  t h e  s t r a t e g i c  p l a n n i n g  r o l e  f o r  t r a f f i c  

s a f e t y  a c t i v i t i e s  which seems d o u b t f u l  s i n c e  c i t y  c o u n c i l s  

- 
* P o w e l l ,  M . ~ m ~ o r n r n u n i t ~  A c t i o n  Program f o r  T r a f f i c  

S a f e t y .  Guides  I - I X .  NACORF F i n a l  R e p t .  on NHTSA FH-11-7091, 
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a r e  t y p i c a l i y  h a r d  p r e s s e d  t o  do e f f e c t i v e  s t r a t e g i c  p l a n n i n g  

f o r  r o u t i n s  c i t y  a c t i v i t i e s .  In s:~rrn:,ary, t h e  T r a f f i c  S a f e t y  

Depar tment  s t r c c t u r e  i s  n e i t h e r  f u n c t i o n a l l y  n o r  l e g a l l y  

s u i t a b l e  t o  t h e  Oakland County o p e r a e i o n .  

The s econd  NACOKF s t r u c t u r e  i s  t h a t  c f  a  " T r a f f i c  S a f e t y  

Commission" e s t a b l i s h e d  2s a  q u a s i - g o v e r n m e n t a l  a d j u n c t  t o  

(:he l o c a l  government ,  and h.aving t h e  r e s p o n s i b i l i t y  f o r  

c o o r d i n a t i n g  ~ r a - f f i c  s a f e t y  a c t i v i t i e s  w i t h i n  t h a t  govern-  

m e n t ' s  j u r i s d i c t i o n .  k s i m p l i f i e d  d i ag ram o f  t h i s  s t r u c t u r a l  

p r o p o s a l  i s  shown i n  F i g u r e  5 (b) . 
T h i s  p r o p o s a l  i s  s u b j e c t  t o  a l l  o f  t h e  comments d i r e c t e d  

t o  the T r a f f i c  S a f e t y  Depar tment  s t r u c t u r e  p l u s  t h e  comment 

t h a t  it a p p e a r s  t o  i n d i c a t e  t h a t  t h e  Commission members, 

t h e m s e l v e s ,  u n d e r t a k e  t h e  c o o r d i n a t i v e  a c t i v i t i e s .  These 

a c t i v i t i e s  r e q u i r e  t i m e  and e n e r g y  cornmitments beyond what  

c a n  be  e x p e c t e d  f rom l a y  commiss ione r s .  T h i s  s t r u c t u r a l  

p r o p o s a l ,  l i k e  t h a t  o f  t h e  T r a f f i c  S a f e t y  Depa r tmen t ,  i s  n o t  

s e e n  a s  p e r t i n e n t  t o  t h e  Oakland County s i t u a t i o n .  

The t h i r d  p r o p o s a l  by NACORF i s  that o f  an " O f f i c e  o f  

T r a f f i c  S a f e t y  C o o r d i n a t i o n "  l o c a t e d  w i t h i n  t h e  e x e c u t i v e  

o f f i c e  and r e s p o n s i b l e  t o  t h e  g o v e r n i n g  body.  The o f f i c e  i s  

a s s i s t e d  i n  ar: a d v i s o r y  c a p a c i t y  by a  c i t i z e n ' s  commission.  

F i g u r e  5 ( c )  i s  a s i m p l i f i e d  d i ag ram of such  a  s t r u c t u r e .  

The O f f i c e  cf T r a f f i c  S a f e t y  C o o r d i n a t i o n  can  b e  e s t a b -  

l i s h e d  a t  e i t h e r  c i t y  o r  c o u n t y  l e v e l ,  assuming  a  c o u n t y  

a d m i n i s t r a t o r ' s  d e p a r t m e n t ,  and can  assume t h e  r e s p o n s i b i l i t y  

o f  c o o r d i n a t i n g  t h e  t r a f f i c  s a f e t y  a c t i v i t i e s  o f  t h e  v a r i o u s  

d e p a r t m e n t s  w i t h i n  t h a t  u n i t  o f  q o v c r n n e n t .  Presumably t h e  

l o c a l  g o v e r n n e n t  i s  e x p e c t e d  t c  p e r f o r m  t h e  s t r a t e g i c  p l a n n i n g  

roie ( a  q u e s t i o n a b l e  f a c t  a s  d i s c u s s e d  w i t h  t h e  T r a f f i c  

S a f e t y  Depar tment  p r o p e s a l )  . T h e  O f f i c e  o f  T r a f f i c  S a f e t y  

C o o r d i n a t i o n  i s  e x p e c t e d  t o  perform. t h e  management p l a n n i n g  

role as w e l l  a s  u n d e r t a k e  c o o r d i n a t i v e  a c t i o n s .  C l e a r l y  

some s t a f f  i s  r e q u i r e d .  With s t z f f ,  t h i s  s t r u c t u r e  c o u l d  



conce ivab ly  be a p p l i e d  t o  a  m u l t i p l e  j u r i s d i c t i o n a l  s i t u a t i o n .  

However, t h e  l o c a t i o n  of  t h e  o f f i c e  i n  t h e  e x e c u t i v e  department  

of  one j u r i s d i c t i o n  would probably  g e n e r a t e  h o s t i l i t y ,  

s u s p i c i o n ,  o r  l a c k  of coopera t ion  on t h e  p a r t  o f  t h e  o t h e r  

u n i t s  o f  government. 

The f i n a l  o r g a n i z a t i o n a l  s t r u c t u r e  proposed by t h e  NACORF 

s t u d y  i s  t h e  " T r a f f i c  S a f e t y  A s s o c i a t i o n . "  F igure  5 ( d )  p r e s e n t s  

a  s i m p l i f i e d  diagram of  t h i s  p r o p o s a l .  

Th i s  s t r u c t u r e  c a l l s  f o r  a  non-governmental e s t a b l i s h m e n t  

i n i t i a t e d  by p r i v a t e  i n d i v i d u a l s .  Such an a s s o c i a t i o n ,  having 

no t i e s  t o  s p e c i f i c  j u r i s d i c t i o n s ,  i s  a p p l i c a b l e  i n  a  m u l t i p l e -  

j u r i s d i c t i o n a l  s i t u a t i o n  such a s  Oakland County. However, t h e  

same freedom from j u r i s d i c t i o n a l  t i e s  means t h a t  t h e  a s s o c i a -  

t i o n  has  a b s o l u t e l y  no l e g a l  a u t h o r i t y  over  t h e  u n i t s  it i s  

i n t e n d e d  t o  c o o r d i n a t e .  The s t r u c t u r e ,  a s  proposed by NACORF, 

i n d i c a t e s  t h a t  t h e  s t a f f  i s  an a i d  t o  t h e  managing d i r e c t o r  

who under takes  t h e  c o o r d i n a t i v e  a c t i v i t i e s - - a  job much t o o  

demanding f o r  one i n d i v i d u a l .  A l l  t o l d ,  t h i s  s t r u c t u r e  i s  

ex t remely  s i m i l a r  t o  t h e  Oakland County-TIA s i t u a t i o n .  

The f u n c t i o n a l  model o f  management developed i n  S e c t i o n  2 . 0  

of  t h i s  r e p o r t  can be imposed on any of  t h e  f o u r  NACORF 

proposed s t r u c t u r e s .  However, due t o  t h e  f a c t  t h a t  t h r e e  of  

t h e  p r o p o s a l s  r e q u i r e  s p e c i f i c  governmental a c t i o n ,  and a r e  

t h u s  l i m i t e d  t o  a c t i o n s  w i t h i n  t h a t  government 's  j u r i s d i c t i o n ,  

and t h a t  T I A  e x i s t s  a s  a  v i a b l e  example of  t h e  A s s o c i a t i o n  

s t r u c t u r e ,  t h e  o r g a n i z a t i o n a l  s t r u c t u r e  proposed f o r  t r a f f i c  

s a f e t y  management i n  Oakland County w i l l  f o l low t h e  Associa-  

t i o n  p r o p o s a l .  This  recommendation i s  shown s c h e m a t i c a l l y  i n  

F i g u r e  6 and w i l l  be  d e s c r i b e d  below. C e n t r a l  t o  t h i s  s t r u c -  

t u r e ,  i s  t h e  T I A  s t a f f  which c o n s i s t s  o f  a  f l e x i b l e  number o f  

peop le  i n v o l v e d ,  t o  v a r y i n g  d e g r e e s ,  i n  t h e  f u n c t i o n a l  a c t i v i -  

t i e s  s p e c i f i e d  e a r l i e r  i n  t h i s  c h a p t e r .  The s t a f f  i s  respons-  

i b l e  t o  t h e  Managing D i r e c t o r  who, i n  t u r n ,  i s  r e s p o n s i b l e  



T.I.A. 

EXECUTIVE COMMITTEE 

2 
I 

T, I, A. STAFF 

0 U 
OPERATING UNITS 

FIGURE 6. PROPOSED ORGANIZATION STRUCTURE 



d i r e c t l y  t o  t h e  Execut ive  Committee. I t  shou ld  be noted  

t h a t  t h e  Managing D i r e c t o r  i s  a l s o  a  member o f  t h e  Execut ive  

Committee. 

A t  t h e  Opera t iona l  Con t ro l  l e v e l ,  a  l a r g e  number of  

o p e r a t i n g  u n i t s  f u n c t i o n  i n d i v i d u a l l y  o r  i n  groups accord ing  

t o  program needs .  The r e l a t i o n s h i p  between t h e s e  o p e r a t i n g  

u n i t s  and t h e  T I A  s t a f f  i s  obvious ly  n o t  based on e x p l i c i t  

l i n e s  o f  a u t h o r i t y .  This  f a c t  c o n s t i t u t e s  t h e  uniqueness of  

t h e  s i t u a t i o n .  Rather  t h a n  be ing  based on a u t h o r i t y ,  t h e s e  

r e l a t i o n s h i p s  between t h e  o p e r a t i n g  u n i t s  and t h e  T I A  s t a f f  

a r e  based on i n t e n s i v e  in fo rmat ion  exchange and p e r s o n a l  i n t e r -  

a c t i o n .  G r a p h i c a l l y ,  t h i s  i s  s i g n i f i e d  by broken l i n e s  on 

F i g u r e  6 .  

I n  concluding t h i s  d i s c u s s i o n  o f  recommendations, i t  must 

be r e i t e r a t e d  t h a t  they  a r e  exper imenta l  i n  n a t u r e .  The 

recommendations d e r i v e  from t h e  management model p r e s e n t e d  

i n  S e c t i o n  2 . 0  which i s  pe rce ived  a s  t h e  b e s t  h y p o t h e s i s  about  

how m u l t i - j u r i s d i c t i o n a l  management a c t i v i t i e s  shou ld  f i t  

t o g e t h e r .  The impor tan t  t h i n g ,  when implementing t h e  v a r i o u s  

recommendations, i s  t o  keep t h e  o v e r - a l l  sys tem i n  view and 

n o t  t o  d e a l  w i t h  p a r t i c u l a r  recommendations a s  i f  they  were 

ends i n  themselves .  Within t h i s  r e q u i s t e  overview,  t h e  

f i f t h  and f i n a l  c h a p t e r  of  t h i s  r e p o r t  w i l l  p r e s e n t  p r i o r i t i e s  

and sequences  f o r  implementing t h e  above recommendations. 



4 . 0  IMPLEMENTATION OF THE MANAGEMENT SYSTEM 

The p reced ing  s e c t i o n  p r e s e n t e d  a s e t  o f  recommendations 

f o r  e s t a b l i s h i n g  a county-wide management system based i n  

T I A .  S e c t i o n  3.0 d i d  n o t ,  however, a s s i g n  p r i o r i t i e s  t o  t h e  

v a r i o u s  recommendations, n o r  d i d  it e s t a b l i s h  c r i t i c a l  

sequences  f o r  t h e i r  implementa t ion .  I t  i s  t h e  purpose  o f  

t h i s  f i n a l  c h a p t e r  t o  d i s c u s s  means of implementing t h e  

recommendations. "Means of  implementa t ion"  r e f e r s  n o t  s o  

much t o  money a s  t o  c r i t i c a l  s t e p s ,  d e c i s i o n  p o i n t s ,  and 

p r i o r i t i e s ,  and can be r e f e r r e d  t o  a s  " implementat ion s t r a t e g y . "  

For purposes  of  d i s c u s s i o n ,  it w i l l  be n e c e s s a r y  t o  l i s t  

a l l  of t h e  recommendations from S e c t i o n  3 .0 ,  t o  c a t e g o r i z e  them 

when they  form l o g i c a l  g roups ,  and t o  develop b r i e f  names and 

symbols f o r  them. The symbols and names w i l l  be r e f e r r e d  t o  

throughout  t h e  remainder  o f  t h i s  c h a p t e r .  Table I l i s t s  t h e  

recommendations and g i v e s  t h e  a p p r o p r i a t e  a b b r e v i a t i o n s .  

4 . 1  APPROACHES 

I n  t h e  s i m p l e s t  p o s s i b l e  t e r m s ,  t h e r e  a r e  two fundamental  

approaches t o  implementing t h e  management sys tem,  depending 

on whether  t h e  primary d r i v i n g  f o r c e  i s  l o c a t e d  i n  t h e  

s t r a t e g i c  p l a n n i n g  body ( T I A  Execut ive  Committee) o r  t h e  

management p l a n n i n g  body ( T I A  s t a f f ) .  C e r t a i n l y  t h i s  i s  n o t  a  

b l a c k  o r  w h i t e  s i t u a t i o n .  I t  i s  recogn ized  t h a t  t h e  impetus 

f o r  implementa t ion  w i l l  p robably  come from both  groups i n  

v a r y i n g  d e g r e e s .  For  i l l u s t r a t i v e  p u r p o s e s ,  t h e  two w i l l  be  

c o n s i d e r e d  a s  s e p a r a t e  approaches .  

The management model p r e s e n t e d  i n  S e c t i o n  2 . 0  s u g g e s t s  

t h a t  t h e  s t r a t e g i c  p l a n n i n g  body shou ld  p rov ide  t h e  s t i m u l u s  

f o r  management system a c t i v i t i e s  by e s t a b l i s h i n g  p o l i c i e s ,  

p r i o r i t i e s  and o b j e c t i v e s .  I t  i s  l o g i c a l ,  t h e r e f o r e ,  t o  

i n i t i a t e  implementa t ion  o f  t h e  management sys tem v i a  t h e  

s t r a t e g i c  p l a n n i n g  body. This  r e q u i r e s ,  f i r s t  o f  a l l ,  t h a t  t h e  



TABLE I , ABBREVATIONS FOR RECOMMEIiIJATIOIiS 

ABREVIATIONS 

A- 1 
REGULAR 
MEETINGS 

A- 2 
REVIEW 
ElANAGEMENT 
PLANNING 
OPERATIONS 

A- 3 ' PECIFY 
DIRECTIONS 
S PRIORITIES 

A-4 
PELATICI4S 
1:ITH OTHER 
GOV'T UNITS 

A- 5 
PEPRESENTATIVE 
?.1EMBERS!lIP 

ABREVIATIONS 

B- 1 
& 

SPECIFICATION 

B-2 
PROGRAM 
DEVELOPMENT 

B - 3  
COORDINPTION & 
NEGOTIATION 

B-4 
MONITORING & 
EVALUATION 

ABREVIATIONS 

C-1 
PRLlF.CT 

IMPLEMENTATION 

STRATEGIC PLANNING RECOMMENDATIONS 

I n i t i a t e  r e g u l a r l y  scheduled  meet ings  a t  l e a s t  f o u r  t imes  

p e r  y e a r .  Thls  f requency i s  n e c e s s a r y  t o  r n s u r e  cont inuous  

and adequate c o n t r o l  o v e r  management p lannlng s t a f f  

a c t i v l t l e s .  

Take t h e  l n l t l a t 1 v e  i n  revrewlng management p lanning s t a f f  

o p e r a t z o n s .  T h l s  i n c l u d e s  n o t  only  t h e  programs developed 

by s t a f f  b u t  a l s o  t h e  c a p a b l l i t l e s  and r e s o u r c e s  available 

t o  t h e  s t a f f .  ~ f  t h e s e  a r e  n o t  seen a s  s u f f l c l e n t ,  t h e  

Strategic Planning body should  l n l t i a t e  a c t l o n s  t o  r e c t l f y  

t h e  situation. 

specify p r l o r l t y  a r e a s  f o r  l n t e n s l v e  management p lanning 

s t a f f  involvement. This  i s  necessary  t o  g u l d e  o p e r a t i o n s  

l n ' t h e  d i r c c t l o n  d e s l r e d  by t h e  s t r a t e g i c  Planning body. 

l Malnta ln ,  c o n s o l ~ d a t e  and s t r e n g t h e n  r e l a t l o n s h l p s  w i t h  

h l g h e r  l e v e l s  of government. Oakland County i s  n o t  

i s o l a t e d  and l t s  o p e r a t l o n s  must mesh w i t h  t h o s e  proposed 

f o r  t h e  s t a t e  a s  a whole. Mechanrsms must be established 

f o r  provldlng continuous relationships w i t h  t h e  S t a t e  and 

F e d e r a l  Government, p r r m a r i l y  v l a  t h e  Hlchlgan S t a t e  Office 

of  Hlgliway Sdfe ty  Planning. 

b ~ a l n t a l n  a  membership r e p r e s e n t a t ~ v e  of leadership l n  t h e  

County. Inc luded should  be  p u b l l c  and p r i v a t e  o f f l c l a l s ,  

both  e l e c t e d  and appointed. T h l s  1 s  n e c e s s a l y  both  t o  

marnta in  legitimacy I n  t h e  eyes  of t h e  p u b l l c  and t o  i n s u r e  

s e n s l t i v l t y  t o  p u b l l c  s e n t l m e n t s .  

MANAGEMENT PLANNING RECOMMENDATIONS 

b  Mass s t a t i s t r c a l  a n a l y s l s  on f o u r  y e a r  i n t e r v a l .  

Problem probing t a s k  groups on two y e a r  i n t e r v a l .  

b  Mal l -out  p r a c t r t l o n e r  p r r o r l t y  survey on annual  b a s i s .  

S u b l e c t i v e  a n a l y s l s  of cause  and e f f e c t  l i n k a g e s .  

Expand s t a f f  a c t i v i t i e s  i n  program development ( p l a n n i n g ) .  

S u b ~ e c t i v e  p r e - e v a l u a t i o n  o f  p o t e n t i a l  programs. 

Extensive involvement I n  "programmrng' of  s e l e c t e d  programs. 

* C o ~ ~ t m e n t  t o  " n e g o t i a t l o n s n  a s  means of  developing and 
coordinating p r o l e c t  activity. 

Research l n t o  development o f  n e g o t i a t r o n  strategies. 

b  P e r l o d r c  s y s t e m a t i c  assessment  of  program a c t i v i t i e s .  

' Continued r o n l t o r i n g  o f  a c c l d e n t  e x p e r i e n c e .  

b  P e r l o d r c  comparison of  assessment  and monitoring 
i n f o r m a t l o n .  

I 

OPERATIONAL CONTROL RECOMMENDATIONS 

Attempt t o  modify t h e  t a s k  o r i e n t a t i o n  towards t h a t  of  

p r o v i d i n g  a  needed and r e c o g n i z a b l e  p u b l r c  s e r v i c e .  

0 Attempt t o  rnduce t h e  development of  coordrnated  

a C t l V l t l e 9  both  w l t h l n  and a c r o s s  ~ u r l s d ~ c t i o n a l  

b o u n d a r i e s .  

Attempt t o  measure t h e  s u c c e s s  a t  providing t h e  service 

r a t h e r  than performing a  t a s k .  

Encourage t h e  periodic c o l l e c t ~ o n  of d a t a  I n  standardized 

form. 



Execu t ive  Committee endorse  t h e  concept  of  a  county-wide 

t r a f f i c  s a f e t y  management system a s  proposed.  I f  t h e  

Execu t ive  Committee does n o t  approve t h e  c o n c e p t ,  t h e y  a r e  i n  

e f f e c t  s a y i n g  t h a t  it i s  n o t  something t h a t  T I A  shou ld  be 

invo lved  i n  and t h e  whole package may a s  w e l l  be s h e l v e d .  

Such r e f u s a l  i s  n o t  a n t i c i p a t e d  s i n c e  t h e  Execut ive  Committee 

has  been aware of  t h e  development o f  t h e  management system 

package throughout  t h e  demons t ra t ion  p r o j e c t .  

Assuming acceptance  of t h e  c o n c e p t ,  t h e  n e x t  s t e p  i s  t o  

o b t a i n  t h e  commitment of  t h e  Execut ive  Committee t o  g e t t i n g  

t h e  management system implemented. While t h e  e x a c t  n a t u r e  o f  

t h i s  commitment w i l l  be  d i s c u s s e d  l a t e r ,  it i s  i m p o r t a n t  t o  

n o t e  t h a t  i t  i n c l u d e s  t h e  p o s s i b i l i t y  of  i n c r e a s i n g  t h e  

r e s o u r c e s  a v a i l a b l e  f o r  implementing t h e  management sys tem.  

I t  i s  a t  t h i s  p o i n t  t h a t  t h e  two fundamental approaches t o  

implementa t ion  d i v e r g e .  I f  commitment i s  n o t  g iven a t  t h e  

S t r a t e g i c  P lann ing  l e v e l ,  t h e  primary mot iva t ion  f o r  imple- 

menting t h e  recommendations w i l l  have t o  come from t h e  Manage- 

ment P lann ing  l e v e l ,  i . e . ,  t h e  T I A  s t a f f .  I f  t h i s  i s  t h e  

c a s e ,  t h e  s t a f f  w i l l  have t o  implement t h e  sys tem a s  b e s t  

t h e y  can w i t h  c u r r e n t  r e s o u r c e s .  Without S t r a t e g i c  P lann ing  

commitment, it i s  d o u b t f u l  t h a t  a d d i t i o n a l  r e s o u r c e s  w i l l  be  

made a v a i l a b l e .  The g e n e r a l  t h r u s t  i s  t o  implement a s  much 

o f  t h e  management system a s  p o s s i b l e  and use  t h e  r e s u l t s  t o  

demons t ra te  i t s  va lue  t o  t h e  Execut ive  Committee, h o p e f u l l y  

o b t a i n i n g  commitment a t  t h a t  t ime f o r  expanded implementa- 

t i o n .  

F i g u r e  7 d e p i c t s  t h e  two b a s i c  implementa t ion  sequences  

and t h e i r  r e l a t i o n s h i p  t o  t h e  recommendations which were 

l i s t e d  i n  Table  I above. I t  i s  c l e a r  t h a t  t h e  two approaches  

d i f f e r  p r i m a r i l y  i n  whether  t h e  S t r a t e g i c  P lann ing  recommenda- 

t i o n s  o r  t h e  Management P lann ing  recommendations a r e  c a r r i e d  
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Figure  7 ,  t h e  Execut ive  Committee must f i r s t  c o n s i d e r  and a c t  

upon two p r o c e d u r a l  o r  o p e r a t i o n a l  m a t t e r s .  These a r e :  A - 1 ,  

e s t a b l i s h  r e g u l a r l y  scheduled  and f a i r l y  f r e q u e n t  meet ings ;  

and A-5, e s t a b l i s h  a  membership r e p r e s e n t a t i v e  of  l e a d e r s h i p  

i n  t h e  County. Each of t h e s e  w i l l  be d i s c u s s e d  b r i e f l y  

b e f o r e  g e t t i n g  t o  t h e  f u n c t i o n a l  recommendations. 

A-1 :  E s t a b l i s h  r e g u l a r l y  scheduled  mee t ings ,  Th i s  

recommendation fo l lows  q u i t e  obv ious ly  from t h e  d e c i s i o n  t o  

t a k e  an a c t i v e  p a r t  i n  t h e  management sys tem.  The Execut ive  

Committee cannot  perform i t s  f u n c t i o n s  w i t h o u t  convening on 

a  r e g u l a r  and f r e q u e n t  b a s i s .  

A-5: E s t a b l i s h  a  membership r e p r e s e n t a t i v e  of  l e a d e r s h i p  

i n  t h e  County. The r a t i o n a l e  f o r  t h i s  recommendation i s  given 

i n  t h e  p rev ious  s e c t i o n .  A t  t h i s  p o i n t  i t  w i l l  on ly  be 

s t a t e d  t h a t  t h e  f i r s t  s t e p  shou ld  be t o  i n c r e a s e  r e p r e s e n t a -  

t i o n  of  e l e c t e d  l e a d e r s  on t h e  Execut ive  Committee. 

With t h e  p r o c e d u r a l  m a t t e r s  t a k e n  c a r e  o f ,  t h e  Execut ive  

Committee can begin t o  under take  t h e  t h r e e  f u n c t i o n a l  

recommendations. Q u i t e  l i k e l y ,  a c t i v i t i e s  r e l a t i n g  t o  a l l  

t h r e e  w i l l  be undertaken d u r i n g  t h e  same t ime p e r i o d .  The 

f i r s t  f u n c t i o n a l  recommendation, A-4:  Maintain and s t r e n q t h e n  

r e l a t i o n s h i p s  wi th  o t h e r  u n i t s  o f  government, i n c l u d e s  two 

r e l a t e d  n o t i o n s .  The f i r s t  i s  t h a t  of  f i n d i n g  o u t  and keeping 

a b r e a s t  of what o t h e r  u n i t s  a r e  d o i n g ,  p a r t i c u l a r l y  t h e  S t a t e ,  

t h e  F e d e r a l  government,  and cont iguous  c o u n t i e s ,  i n  o r d e r  t o  

p r e v e n t  i n c o n s i s t e n c i e s  w i t h  Oakland County t r a f f i c  s a f e t y  

a c t i v i t i e s .  This  c a l l s  f o r  f r e q u e n t  l i a i s o n  wi th  t h e  Michigan 

O f f i c e  of  Highway S a f e t y  P lann ing  concerning t h e i r  programs 

and o b j e c t i v e s ,  and wi th  l o c a l  t r a f f i c  s a f e t y  pol icy-makers .  

The in fo rmat ion  g e n e r a t e d  by recommendation A-4 becomes 

i n p u t  t o  A-3: Spec i fy  D i r e c t i o n s - - p o l i c i e s ,  p r i o r i t i e s ,  and 

o b j e c t i v e s .  This  recommendation i s  b a s i c a l l y  s e l f - e x p l a n a t o r y .  

Based on measures of  t h e  t r a f f i c  s a f e t y  s i t u a t i o n  genera ted  by 

t h e  management p lann ing  s t a f f  ( t h e  Demonstrat ion P r o j e c t  i n  



t h e  f i r s t  i n s t a n c e )  , i n f o r m a t i o n  on a c t i v i t i e s  o f  o t h e r  

u n i t s  o f  government ,  and t h e i r  own s e n s e  o f  p u b l i c  n e e d s ,  

t h e  E x e c u t i v e  Committee must d e c i d e  i n  which d i r e c t i o n  t h e  

management p l a n n i n g  s t a f f  s h o u l d  c o n c e n t r a t e  t h e i r  e n e r g i e s .  

A t  t h e  p r e s e n t  time t h e s e  d e c i s i o n s  have been made a s  a  

p a r t  of  t h e  ÿ em on strati on P r o j e c t .  

T h i s  a c t i v i t y  i s  ve ry  c l o s e l y  r e l a t e d  t o  f u n c t i o n a l  

recommendation A-2: Review Management P l a n n i n g  o p e r a t i o n s .  

T h i s  r e l a t i o n s h i p  t a k e s  two forms .  I t  i s  d i f f i c u l t  t o  r ev i ew 

management p l a n n i n g  opera t ions- -programs , r e s o u r c e s ,  s k i l l  

c a p a b i l i t i e s ,  e t c . - - w i t h o u t  knowing t h e  p o l i c i e s ,  o b j e c t i v e s  

and p r i o r i t i e s  which g u i d e  t h e  o p e r a t i o n s .  On t h e  o t h e r  hand ,  

i t  i s  d i f f i c u l t  t o  s p e c i f y  o b j e c t i v e s  and p r i o r i t i e s  w i t h o u t  

knowing what  t h e  management p l a n n i n g  s t a f f  i s ,  o r  i s  n o t ,  

c a p a b l e  o f  do ing .  These two f a c e t s  merge when t h e  s t r a t e g i c  

p l a n n i n g  body d e c i d e s  t h a t  t o  meet t h e  d e s i r e d  o b j e c t i v e s ,  

t h e  management p l a n n i n g  must have  a d d i t i o n a l  r e s o u r c e s  o r  

t e c h n i c a l  e x p e r t i s e .  I n  t h i s  c a s e  t h e  E x e c u t i v e  Committee 

must d e t e r m i n e  how t o  s u p p o r t  such  an i n c r e a s e .  T h i s  i s  t h e  

o n l y  way i n  which r e s o u r c e s  t o  s u p p o r t  t h e  management s y s t e m  can  

be  g e n e r a t e d .  

Given t h e  h i g h  d e g r e e  o f  i n t e r a c t i o n  between f u n c t i o n a l  ! 

recommendations A-2 and A - 3 ,  t h e  o u t p u t  o f  A-3 becomes t h e  

g u i d e l i n e  f o r  c o n t i n u e d  a c t i o n  f o r  t h e  management p l a n n i n g  s t a f f .  

The normal  s equence  would be  f o r  t h e s e  p o l i c i e s ,  p r i o r i t i e s ,  

and o b j e c t i v e s  t o  b e  i n p u t s  t o  t h e  problem i d e n t i f i c a t i o n  and 

s p e c i f i c a t i o n  f u n c t i o n ,  B-1, b u t  s i n c e  a  g r e a t  d e a l  o f  work i n  

t h i s  f u n c t i o n  h a s  been done a s  p a r t  o f  t h e  d e m o n s t r a t i o n  p r o j e c t ,  

it i s  l o g i c a l  t o  l e a d  d i r e c t l y  t o  f u n c t i o n a l  recommendation 

B - 2 :  Program Development. I t  i s  i m p o r t a n t  t o  n o t e  t h a t  t h i s  

would b e g i n  t h e  imp lemen ta t ion  sequence  i f  t h e  E x e c u t i v e  

Committee had  n o t  p r o v i d e d  t h e  n e c e s s a r y  commitment and t h e  

management p l a n n i n g  s t a f f  had p r o v i d e d  t h e  p r imary  d r i v i n g  

f o r c e  f o r  implement ing  t h e  sys t em.  



4.1.2 MANAGEMENT PLANNING MOTIVATION 

The management p lann ing  recommendations a r e  developed 

q u o t e  e x p l i c i t l y  i n  S e c t i o n  3 . 0 .  This  w i l l  focus  

p r i m a r i l y  on t h e  sequence i n  which t h e y  shou ld  be implemented. 

Beginning w i t h  recommendation B-2: Program Development, i t  i s  

e v i d e n t  t h a t  c o n s i d e r a b l e  p r o g r e s s  has  a l r e a d y  been made under 

t h e  demonst ra t ion  p r o j e c t .  S e v e r a l  programs aiming a t  

d i f f e r e n t  problem a r e a s  have been developed.  

One impor tan t  f a c t  t h a t  must be cons ide red  a s  t h e s e  

programs a r e  r e f i n e d  i s  t h a t ,  g iven t h e  s t a t e  o f  t h e  a r t  i n  

t r a f f i c  s a f e t y  countermeasure development ,  any comprehensive 

program must be viewed a s  an exper iment .  A s  an experiment  i t  

i s  ex t remely  impor tan t  t h a t  r e c o r d s  be k e p t  documenting what 

a c t i o n s  a r e  i n t e n d e d  t o  be under taken and what t h e  r e s u l t s  

a r e  expec ted  t o  be. The expec ted  r e s u l t s  should  be s p e c i f i e d  

a s  c a r e f u l l y  a s  p o s s i b l e  s i n c e  t h a t  w i l l  form t h e  b a s i s  f o r  

e v a l u a t i o n  of t h e  program a f t e r  it i s  implemented. 

Following t h e  program development phase ,  t h e  n e x t  manage- 

ment p lann ing  recommendation i s  B-3: Coord ina t ion  and Negotia-  

t i o n .  The primary concern i s  t o  de termine  e x a c t l y  who it i s  

n e c e s s a r y  t o  d e a l  wi th  i n  o r d e r  t o  implement t h e  v a r i o u s  p a r t s  

o f  t h e  p l a n .  Once t h a t  d e t e r m i n a t i o n  i s  made, s t r a t e g i e s  

f o r  d e a l i n g  w i t h  them can be developed rang ing  from a l l - i n c l u s i v e  

group s e s s i o n s  t o  i n t e n s i v e  d i s c u s s i o n s  on an i n d i v i d u a l  b a s i s ,  

The method used w i l l  depend on t h e  program t o  be implemented 

and t h e  p a r t i e s  t o  be n e g o t i a t e d  w i t h .  I t  i s  h i g h l y  recommended 

t h a t  s e r i o u s  thought  be g iven t o  p r e p a r i n g  a  s t r a t e g y  f o r  t h e s e  

c o o r d i n a t i o n  n e g o t i a t i o n s .  

The n e x t  management p l a n n i n g  recommendation i s  B-4:  

Moni tor ing  and Eva lua t ion .  However, b e f o r e  d i s c u s s i n g  t h a t  

a c t i v i t y ,  some p o i n t s  must b e  made about  t h e  o p e r a t i o n a l  c o n t r o l  

recommendation C - 1 :  P r o j e c t  Implementat ion.  This  a c t i v i t y  



i s  obv ious ly  o u t  of  t h e  d i r e c t  c o n t r o l  o f  t h e  management 

p l a n n i n g  body and t h e r e f o r e  recommendations can o n l y  be 

i n d i r e c t l y  implemented. A s  a  r e s u l t ,  t h e  items i n c l u d e d  i n  

C - 1  p e r t a i n  p r i m a r i l y  t o  g e n e r a l  a t t i t u d e  of  t h e  o p e r a t i n g  

u n i t s .  These a t t i t u d e  recommendations can on ly  be  sugges ted  

v i a  t h e  c o o r d i n a t i o n  and n e g o t i a t i o n  p r o c e s s  and a r e  mentioned 

h e r e  a s  t h i n g s  t o  be k e p t  i n  mind by t h e  management p lann ing  

s t a f f  w h i l e  invo lved  i n  t h e  c o o r d i n a t i v e  e f f o r t s .  

Management P lann ing  recommendation B - 4 ,  Moni tor ing  and 

E v a l u a t i o n ,  i s  t h e  f i n a l  segment i n  t h e  normal c y c l e  o f  manage- 

ment p l a n n i n g  a c t i v i t i e s .  Two p o i n t s  a r e  i m p o r t a n t  con- 

c e r n i n g  t h i s  recommendation. The f i r s t  d e a l s  w i t h  t h e  f a c t  

t h a t  comprehensive and c o o p e r a t i v e  t r a f f i c  s a f e t y  coun te r -  

measure programs must be viewed a s  exper iments  . The eva lua -  

t i o n  o f  exper iments  i s  e q u a l l y  a s  i m p o r t a n t  a s  t h e  implemental  

a c t i o n s  s i n c e  it prov ides  a  means of  l e a r n i n g  from t h e  e x p e r i -  

ence .  Thus, i t  i s  impor tan t  t h a t  f o r  each program a  d e t a i l e d  

r e p o r t  be p repared  as  a  p a r t  of  t h e  e v a l u a t i o n  f u n c t i o n .  This  

r e p o r t  s h o u l d  b u i l d  on t h e  s t a t e m e n t  of  proposed a c t i o n s  and 

expec ted  r e s u l t s  p repared  a s  a  p a r t  of  t h e  program development 

phase ,  and shou ld  i n c l u d e  a  d e t a i l e d  d e s c r i p t i o n  o f  what was 

a c t u a l l y  done and what a c t u a l l y  r e s u l t e d ,  The expec ted  

c h a r a c t e r i s t i c s  and t h e  a c t u a l  c h a r a c t e r i s t i c s  can be  compared 

a s  i n  normal e v a l u a t i o n .  However, a s  a  r e p o r t  o f  an e x p e r i -  

ment,  it i s  n e c e s s a r y  t o  go beyond t h a t  and a t t e m p t  t o  e x p l a i n  

any d e v i a t i o n s  o f  a c t u a l  from expec ted  r e s u l t s .  Only w i t h  

t h i s  t y p e  of  in fo rmat ion  can program development a c t i v i t i e s  

become i n  any way s y s t e m a t i c .  

The second comment on e v a l u a t i o n  d e a l s  w i t h  t o  whom t h e  

e v a l u a t i v e  i n f o r m a t i o n  i s  d i s t r i b u t e d .  Th i s  k i n d  o f  informa- 

t i o n  g e n e r a l l y  tal tes  t h r e e  forms,  each w i t h  a  d i f f e r e n t  t a r g e t  

group.  F i r s t ,  t h e r e  i s  assessment  i n f o r m a t i o n  which d e a l s  



with  what t h e  o p e r a t i n g  u n i t s  a r e  doing and how w e l l .  This  

in fo rmat ion  should be t r a n s m i t t e d  back t o  t h e  o p e r a t i n g  u n i t s  

themselves s o  t h a t  they  can modify o r  improve t h e i r  t a s k s .  

The assessment  d a t a  should  a l s o  be t r a n s m i t t e d  t o  t h e  program 

development s t a f f  f o r  use i n  de termining which o p e r a t i n g  

u n i t s  should  be r e l a t e d  t o  s p e c i f i c  p r o j e c t s  i n  subsequent  

programs. 

The second type  of in fo rmat ion  d e a l s  wi th  t h e  e f f e c t  of t h e  

v a r i o u s  programs and c o n s t i t u t e s  t h e  experiment  r e p o r t s  d i s -  

cussed above which a r e  used i n  subsequent  program developments.  

I f  t h e  s t r a t e g i c  p lanning body has  n o t  g iven t h e  h igh degree  

of commitment d i scussed  e a r l i e r ,  t h i s  t y p e  of e f f e c t i v e n e s s  

in fo rmat ion  should  be p r e s e n t e d  t o  them a s  a means of  induc ing  

t h e  commitment f o r  f u t u r e  c y c l e s .  

The f i n a l  type  of informat ion  d e a l s  wi th  t h e  evo lv ing  s t a t e  

of t h e  t r a f f i c  s a f e t y  s i t u a t i o n  i n  t h e  county--measured by a  

r e l a t i v e l y  smal l  s e t  of key i n d i c a t o r  v a r i a b l e s .  This  informa- 

t i o n  goes t o  t h e  problem i d e n t i f i c a t i o n  phase (recommendation 

B - 1  t o  be d i scussed  below) which s c r e e n s  it f o r  o d d i t i e s  which 

might sugges t  an emerging problem. I t  i s  a l s o  t r a n s m i t t e d  t o  

t h e  s t r a t e g i c  p lanning body which uses  i t  i n  r e - a s s e s s i n g  

p r i o r i t i e s  and o b j e c t i v e s .  

The remaining management p lann ing  recommendation, B - 1  : 

Problem I d e n t i f i c a t i o n ,  i s  normally t h e  f i r s t  i n  t h e  management 

p lanning c y c l e .  I n  t h e  p r e s e n t  go-around, it was performed as 

p a r t  of  t h e  demonstrat ion p r o j e c t  and w i l l  t h u s  be d i scussed  

l a s t  i n  t h i s  sequence. I t  i s  a c t u a l l y  t h e  beginning of  t h e  

n e x t  c y c l e .  The means of under tak ing  t h e  problem i d e n t i f i c a t i o n  

t a s k  have been developed i n  S e c t i o n  3 . 0 .  A t  t h i s  p o i n t  it i s  

on ly  necessa ry  t o  s t a t e  t h a t  t h e  problem i d e n t i f i d a t i o n  

a c t i v i t i e s  can only  be performed adequa te ly  i f  d a t a  on t h e  

s t a t e  of  t h e  t r a f f i c  s a f e t y  s i t u a t i o n  i s  a v a i l a b l e  from t h e  

moni tor ing  phase ,  and o b j e c t i v e s  a v a i l a b l e  from t h e  s t r a t e g i c  

p lann ing  body. 



4 . 2  PRIORITIES 

I t  i s  on ly  f i t t i n g  t o  conclude t h i s  s e c t i o n  on implementa- 

t i o n  wi th  some though t s  on p r i o r i t i e s .  C e r t a i n l y ,  a l l  of  t h e  

recommendations made above a r e  impor tan t  t o  t h e  o p e r a t i o n  of  

t h e  e n t i r e  system. However, some a r e  more c r i t i c a l  o r  more 

p r e s s i n g ,  t imewise ,  than  o t h e r s .  The f i r s t  and most c r u c i a l  

p o i n t  i s  t o  o b t a i n  t h e  necessa ry  commitment from t h e  Execut ive  

Committee. Attempts a t  t h i s ,  however, a r e  s h o r t  term and a  

d e c i s i o n  by t h e  Execut ive  Committee should  come q u i t e  q u i c k l y .  

Regardless  of how t h a t  d e c i s i o n  by t h e  Execut ive  Committee 

goes ,  t h e  n e x t  h igh  p r i o r i t y  a c t i o n s  d e a l  w i t h  implementing 

and e v a l u a t i n g  t h e  exper imenta l  countermeasures .  The import-  

ance of t h o s e  implementat ion and e v a l u a t i o n  a c t i v i t i e s  d e r i v e s  

from t h e  f a c t  t h a t  bo th  f u t u r e  r e s o u r c e s  and f u t u r e  improved 

programs depend on a c t i o n s  t aken  now and t h e i r  impact  on 

t h e  t r a f f i c  s a f e t y  s i t u a t i o n .  Implementat ion and e v a l u a t i o n  

t h u s  become t h e  impetus f o r  p e r p e t u a t i n g  t h e  e n t i r e  management 

system. 

F i n a l l y ,  it must be remembered t h a t  t h e  Management System 

recommended t o  t h e  T r a f f i c  Improvement A s s o c i a t i o n  of  Oakland 

County i s  i n  i t s e l f  an exper iment .  The outcome of  t h e  

exper iment  depends both  on t h e  des ign  and on t h e  implementa t ion .  

This  r e p o r t  has  p r e s e n t e d  a  des ign  based on a  concep tua l  model 

and an a n a l y s i s  of  t h e  e x i s t i n g  county-wide management s i t u a -  

t i o n ,  and some recommended procedures  f o r  implementing t h e  

d e s i g n .  I t  i s  i n c  rnbent upon T I A ,  a s  t h e  primary implementing 

o r g a n i z a t i o n ,  t o  s y s t e m a t i c a l l y  and c o n s c i e n t i o u s l y  review and 

e v a l u a t e  t h e  p r o g r e s s  of  t h e  exper iment .  Only i n  t h i s  manner 

w i l l  it be  p o s s i b l e  t o  l e a r n  from t h e  a t t e m p t ,  r e f i n e  t h e  

exper iment ,  and make t h i s  t a s k  of  t h e  demons t ra t ion  p r o j e c t  t h e  

beg inn ing  o f  an ongoing a d a p t i v e  p r o c e s s .  


