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1 PROJECT UNDERSTANDING
1.1 Background

The ISN project that is currently completing its first phase is broadly examining long-term Coalition member agency needs for the electronic sharing of relevant, appropriate real-time information in two application areas:

· Long-distance traveler information systems; and

· Transportation management and operations during major incidents, emergencies and disasters.

The goal is to make information readily accessible to Coalition members from other adjacent or more geographically-remote agency legacy systems, as appropriate. Coalition members subscribing to this real-time information can then use it in their decision-making processes or as input to their own systems. It is anticipated that the ultimate beneficiary of the information will be the long-distance traveler. However, since the general public will probably not directly subscribe to the ISN, the real-time information will be selected and manipulated by public agencies or private organizations for onward dissemination to the traveler. While the public agencies may also use the information derived through ISN for their own decision-making, the focus is not on providing information that supports local, routine traffic or incident management efforts.

Information that will be accessible to Coalition members through the ISN will likely include data contained in other member-agencies’ traffic management systems, traveler information systems, and regional information exchange systems, such as the Coalition’s IEN, the TRANSCOM Regional Architecture, CARS, RIMIS to be developed in the Delaware Valley Region, and the CAPCom system to be developed in the Washington, D.C. region. The scope of the ISN is Corridor-wide.

The ISN project is following a system engineering approach. This provides a disciplined and rigorous process in which a viable concept for the ISN is developed, followed by the development of requirements, an architecture, and detailed design prior to building and deploying an ISN solution. Overall this approach ensures that the needs of the system users are fully explored and documented before any investment is made in software development and hardware procurement. The system engineering process has been laid out over three phases, with multiple review and decision points.  

Phase 1 of the ISN project, which is substantially complete, included the development of a Concept of Operations and System Architecture Description. The Concept of Operations has been approved by the ISN Project Team and includes operational scenarios for the ISN are described.   The System Architecture Description has been developed based upon the approved Concept of Operations and will be available as a final report in March following a review by the Project Team. Phase 2, which will be performed as a Year 13 project, involves the development of preliminary system requirements. This scope of work is for an Emerging Initiative project that will run in parallel with Phase 2 of the ISN project. This initiative will address ISN policies and procedures (such as operation of the ISN by the Coalition or a private entity; short and long-term funding options; data sharing agreements and data quality; etc.). The initiative will also begin ISN outreach to appropriate Program Tracks (such as Coordinated Incident Management and Travel Information). A proposed Phase 3 of the ISN development will provide for the development of detailed system requirements, the design documentation, the building and testing of the ISN, and the deployment and assessment of an initial ISN.

The ISN initiative has strong and broad support from the multi-agency ISN Project Team. Participation in the Project Team is geographically distributed along the entire I-95 Corridor and represents multiple different potential users and applications of the ISN. The Project Team’s insistence on a disciplined system engineering process for this project has provided the Project Team with confidence that the ISN concept is valid and that this project will create a set of applications that are valuable and appropriate for the Coalition and its members. The process also provides the Project Team with multiple review and decision points, while ensuring that the overall ISN project continues along a well-defined path and in a timely manner. 

Figure 1 presents the overall recommended timeline of the ISN initiative, including the proposed Phase 3 activities.

[image: image1.emf]2006 2007

2008

ISN Project

Team approves 

architecture

alternatives

ISN Phase 2

(Year 13) Project

begins

Champions for 

initial ISN 

deployment 

indentified

White paper on 

long-term costs 

and funding

Determine use 

of existing 

systems

Coalition-wide 

outreach 

identifies 

additional 

champions

System 

requirements 

complete

System design 

complete

System build 

complete Ready 

for initial 

deployment

System 

deployment 

complete. Ready 

for assessment.

Long-term ISN 

deployment, operations 

and funding strategy 

complete

ISN

Expansion

ISN Phase 3 

(Year 14) design 

project begins


Figure 1.1 – Overall ISN Timeline

1.2 Objectives

The Emerging Initiatives activity has the following objectives:

· To generate widespread support for the ISN from the Coalition membership and identify champions who will carry forward the deployment of the ISN;

· To conduct outreach on the ISN concept with relevant Coalition communities, including incident management and traveler information groups;

· To identify a viable long-term strategy for the deployment, administration, operation, and maintenance of the ISN. 
2 Technical approach
The Emerging Initiative component of the ISN project will focus on outreach to targeted members of the Coalition and the development of policies and procedures for the future funding, operation, and maintenance of the ISN. The Emerging Initiative comprises the following set of tasks.

2.1 Develop outreach strategy 
This task will lay out a plan for conducting outreach with appropriate constituents. It is anticipated that primary outreach efforts will be conducted with each of the five regional HOGS, and the Travel Information Program Track Committee.  It is envisioned that outreach will be conducted in coordination with the regularly scheduled meetings of these groups. Additional outreach to these groups and other targeted constituents can be conducted in conjunction with the Annual Meeting.

In this task we will coordinate with appropriate Coalition staff members and Program Track leadership to prepare a schedule for the outreach efforts. 
2.2 Develop outreach materials
In this task we will develop the outreach materials (e.g., presentations, brief project descriptions, ISN highlights, etc.) that will be used at the various outreach meetings. The outreach materials will include the following:

· A PowerPoint presentation covering the ISN background, purpose, approach, progress, and planned future activities;
· An updated one-page ISN project description;

· A one-page Frequently Asked Questions (FAQ) sheet.

The outreach materials will be developed to focus on “what ISN means to you.” As such, emphasis will be placed on how the various constituents might expect to use the ISN and the anticipated benefits they could receive. The outreach materials will be tailored to the specific audiences: the presentation to HOGS will emphasize the use of ISN during emergencies and disasters; the presentation to the Travel Information Program Track will emphasize use of the ISN for long-distance travel. If additional outreach is required in conjunction with the Annual Meeting, the materials will be updated to reflect current status of the project. 
2.3 Conduct outreach meetings 
Based on the strategy and using the materials developed in the previous task, we will conduct outreach with the various constituents. Outreach will likely comprise a briefing on the purpose and status of the ISN project, and will emphasis the application of the ISN to the types of users represented in the constituent groups. 
While there will be an initial PowerPoint presentation and themed leave-behind materials will be provided, the outreach will primarily focus on generating discussion with the various constituents through question and answer sessions. The overall intent will be to ensure that the participants in the outreach efforts are well-informed about the ISN initiative; to ensure that they can see how ISN is targeted at their specific needs; to gather suggestions on how ISN might better support them; and to identify specific individuals who could serve as organizational champions for ISN. In addition, the outreach will seek to identify any additional specific individuals or groups that should be informed of the ISN initiative.
2.4 Conduct targeted outreach
If required, based on the earlier task, the outreach message can be delivered to key individuals or groups who were unable to participate in the scheduled meetings. These individual meetings can be conducted to the extent of available resources for this task. Targeted outreach will use the appropriate set of materials developed for the group outreach efforts.
2.5 Develop potential ISN policies and procedures
Once deployed the ISN will require administrative, operational, and maintenance support, as well as a set of operating “rules.” In this task we will develop a report on the options for these activities. Issues to be addressed in this report will include:

· Use of Coalition funding for both the short- and long-term development and deployment of the ISN, including consideration of subscription fees by all or certain classes of subscriber;

· Use of Coalition funding for future operations and maintenance, including hardware and software purchase and replacement in a large-scale ISN deployment;

· Determination of the options for which entity will have formal legal ownership of the ISN;

· Determination of the options for which entity will have management responsibility of the ISN once the development phases are complete, especially with respect to the future expansion of the ISN;

· Operational support for the ISN from the Coalition, a Coalition agency member, or a private entity, and appropriate contracting mechanisms in the latter cases, including warranties and indemnification;

· Membership requirements, such as which groups and agencies can be either data providers or data subscribers to the ISN;

· The need for data sharing agreements, and the content of such agreements;

· Data quality requirements, such as establishing policies on minimum data quality and timeliness of data delivered to the ISN;

· Development of policies and procedures relating to data privacy; confidentiality; and data use. In particular, the ISN will rely on information provided by other systems that may be subject to their own privacy, confidentiality, and licensing agreements;

· Development of policies and procedures relating to access and security. In particular, since the ISN will ultimately be open to a large number of subscribers, including private entities, how will the Coalition protect the system from misuse and damage;
· Assessment of issues relating to intellectual property rights, especially if the system is developed and operated by a third party. 

This is a preliminary list of issues that will be investigated in this task. Other issues may emerge as discussions take place with the ISN Project Team or other interested parties, including sites selected for initial deployment. In this task, we will prepare a series of white papers describing the issues and provided recommended solutions for review by the Project Team. Some items in the list above may be grouped together into a single white paper where the issues are closely related. Once reviewed by the Project Team, the finding will be used in the continuing development and deployment of the ISN through the Phase 2 and proposed Phase 3 activities.

3 deliverables
The following deliverables will be provided under this project:

· An ISN outreach schedule;
· All ISN outreach materials;

· A series of white papers discussing ISN policies and procedures.
4 budget and schedule
The proposed budget for this Emerging Initiative is shown in Table 4.1. This project is estimated to take 10 months. A detailed task schedule is presented in Figure 4.1.
	
	
	Tasks
	Total

	Category
	Category Rate
	Develop outreach strategy
	Develop outreach materials
	Conduct outreach meetings
	Conduct targeted outreach
	Develop policies & procedures
	Hours
	Cost

	Senior  technical
	$192
	1
	8
	60
	20
	60
	149
	$28,608

	Mid-level technical
	$129
	4
	20
	20
	20
	40
	104
	$13,416

	Junior technical
	$89
	0
	0
	0
	0
	0
	0
	$0

	Doc support
	$80
	4
	1
	8
	4
	20
	37
	$2,960

	Subtotal
	
	9
	29
	88
	44
	120
	290
	$44,984

	Direct Expenses
	
	
	
	
	
	
	
	

	Travel
	
	
	
	
	
	
	
	$10,000

	Subtotal
	
	
	
	
	
	
	
	$10,000

	TOTAL
	
	
	
	
	
	
	
	$54,984


Table 4.1 – Proposed Budget
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