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The New York City experience suggests that flexible 
working hours are more difficult to promote to employers 
than are less radical forms of schedule adjustment, and 
most of the companies adopting flexible time do so only 
after an initial period of work-hour staggering or of 
limited-scale experiments. Although a central agency 
might easily coordinate staggered work hours for a 
single employment center (like a central business dis-
trict) or a single transportation corridor, the successful 
coordination of a citywide program is a far more com-
plex problem, requiring possibly the use of a highway 
and transit network simulation model. The widespread 
adoption of flexible time, on the other hand, ought to be 
somewhat sell-regulating in its effects on a network of 
transportation facilities. At the other end of the scale, 
localized congestion problems (such as those at particu-
lar transit stations or freeway ramps at specific times) 
may often be relieved quite easily by staggering the 
hours of nearby workers. 

The 4-day workweek (still of 40 h) appears to be the 
least popular form of schedule adjustment with em-
ployers, and to a lesser extent with employees too. Un-
like staggered work hours or flexible time, it may im-
ply a reduction in the total volume of travel. (There ap-
pears to be no empirical evidence as to whether employ-
ees travel to a greater or lesser extent on the days they 
do not work than on the days they work.) To the extent 
that the total vehicle travel does decrease as a result of 
the 4-day week, fuel consumption and noxious vehicular 
emissions would be reduced as well as transit revenues. 

Do the various forms of work schedule adjustment 
lead to modal shifts? The experience to date has pro-
duced little evidence that they do. Do they break up car 
pools? Again, there is no strong indication that they do, 
assuming that employment densities in the area are rea-
sonably high. Indeed, evidence from Toronto and else-
where suggests that car-pool formation can sometimes 
be helped rather than hindered. 

Most of the experience accrued to date has principally 
involved office workers with jobs in the central business 
district. Among these groups, no major differences in 
receptiveness among different types of company or in-
dustry have been detected in the New York City project. 
But how about blue-collar workers who work in industries 
like production-line manufacturing outside central areas? 
Workshop members acknowledged that the flexibility to 
stagger hours would probably be more limited in such a 
case, but did not regard the problems as insurmountable. 

Much valuable practical advice for promoting work 
schedule adjustments, drawing mostly on the experience 
accrued in New York City and Newark, emerged in the 
workshop session. For example, if one wishes the adop-
tion of staggered work hours to produce adjustments in 
travel patterns, the new work starting time should be at 
least 30 min different from the previous one or employees 
may not respond. Employers are not attracted to start-
ing times that are at minor divisions of the hour (such 
as 8:25 or 8:50); they prefer to stick with the more con-
ventional 1/4  or '/2-h times. As to promotion itsell, the 
New York City project has benefited from free television 
spots and pro bono publico assistance from advertising 
and public relations agencies. It is wise to make the 
first contact with the chief executive of a company rather 
than at a lower level, and it helps to enlist the services 
of prominent local business people as a promotional task 
force for the project. There are some indications (based 
on only limited experience) that direct approaches to em-
ployee associations and unions can be helpful also. 

All of the work schedule adjustment programs to date 
have relied on the voluntary cooperation of employers. 
However, a local government that is strongly committed 
to promoting such a program could consider creating 
fiscal or legal incentives for firms to participate. Some 
workshop members doubted whether this was either nec-
essary or wise. 

ACTIONS TO REDUCE VEHICLE USE 
Ronald J. Fisher 
Urban Mass Transportation Administration 
Workshop moderator 

At the start of the workshop, participants were asked to 
state their major interest in transportation system man-
agement. These included TSM strategies for pollution 
reduction, impact on long-range urban development, re-
lation of ThM to implementing agencies, automobile-
restricted zones, need for an institutional basis for con-
tinuing strong local actions, a hope to find in TSM "the 
political answer to the automobile," and relation between 
metropolitan planning organizations and operating agen-
cies. The remainder of the workshop discussion then 
revolved around those issues concerning TSM and less 
directly involved the limited set of TSM actions aimed 
at reducing vehicle use. 

The TSM method was compared to "old-style" plan-
ning in which planners looked for the "big solution" that 
would solve everybody's problems, at once, but really 
ended up focusing just on downtown trips. TSM, on the 
other hand, is many small solutions based on an accep-
tance of land use patterns as they are today. It is the 
responsibility of planners to reach the community, 
rather than vice versa. TSM actions to reduce vehicle  

use are generally regarded as a negative thing; these 
projects will fail unless people see the need for them. 
Restrictive aspects of TSM should not be emphasized as 
much as they are, for TSM is not restrictive. The focus 
should be on improvements to the system. 

A need for establishing criteria and standards was 
suggested. They would help in predictions of the posi-
tive aspects of projects, such as increased pedestrian 
volumes for center city actions, and thus in gaining the 
support of merchants. They could also be used to de-
termine if weather protection, which enhances sales in 
shopping centers, would do the same in downtown retail 
districts. Would standards have helped to convince the 
antibarrier people in Berkeley of the value of the traffic 
diverters? 

An example of an institutional arrangement for a TSM 
project that successfully brought together various agen-
cies is the El Monte Busway task force, in which state, re-
gional, county, and municipal agencies worked together 
to develop a commitment within the task force to the 
project. However, the experience with the Santa Monica 
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diamond lane appears to have set back this working re-
lation by creating a lot of controversy and defensiveness 
on the part of some, especially the city traffic depart-
ment, which felt that traffic from the freeway was being 
dumped onto city streets. There was also little public 
understanding of why the diamond lanes were introduced. 
it was somewhat of a case in which people who usually 
support environmentally oriented projects were them-
selves the objects of a restrictive measure and did not 
like it. Intense public opposition even turned initial 
supporters (e.g., those on the city council) of the dia-
mond lane project against it. 

How does one find a consistency for an experimental 
project, such as the Santa Monica Diamond Lanes? There 
appeared to be no answers. This raised the general 
question, How reversible should an experiment be? If 
it is too easily undone and obviously of a temporary na-
ture (as in the case of the diamond lane or experimental 
street closings), the experiment may not have a fair 
test. An automobile- restricted zone project in Boston 
cannot be easily closed by protests from a small group 
of opponents. Credible data are needed to sell such 
projects, and a great deal of data do exist, for example, 
on the advantages of mall projects to merchants. How-
ever, it would be even more effective if the head of 
Dayton's Department Store, which has directly experi-
enced benefits of the Nicollet Mall in Minneopolis, were 
to come to Boston and discuss that experience. Projects 
will accumulate a constituency of people who are bene-
fited by the project (as with resident-only parking 
schemes) and who will then not want to give up those 
benefits. Such projects may survive with a strong vocal 
minority base of support. 

Those responsible for the automobile -restricted zone 
in Boston hope to build a constituency through the phasing 
process. Once the Washington Street mall is completed, 
a constituency of users will build up. The support of 
merchants is crucial, and the larger merchants have 
agreed to the street narrowing. 

A reason for the general success of planning in the 
Twin Cities area is that the state legislature played a 
major role in designing the institutions there, par-
ticularly the Metropolitan Council, which was estab-
lished with a mandate to produce its "development frame-
work." Likewise, the legislature gave strong direction 
to the council and declared a moratorium on the con-
struction of six remaining Interstate highway links in the 
Twin Cities area. Some of this strong legislative 
leadership can be explained, however, by the fact that 
more than half the population of Minnesota lives in the 
Twin Cities area. 

One participant suggested that discussion of too many 
project details with the public should be avoided. In-
stead, one should talk about the larger objectives and 
develop a dialog with the public about how to improve 
the quality of life. He further stated that in the 1950s, 
when he was the traffic engineer in Richmond, Virginia, 
a neighborhood that felt threatened by encroaching de-
terioration demanded traffic barriers as a means of 
preserving their neighborhood. However, the initiative 
in the Twin Cities area came from planners. Neighbor-
hood people then picked up the ideas of the planners and 
went to their elected representatives to push them with 
the city engineer. This often involved considerable po-
litical risks for the elected representative. 

This formula was offered: Go to the community, 
learn their needs, and then develop a solution tailored 
to those needs. Do not start out with a list of actions 
and look for places to put them! 

The public does not always demand projects, even 
those for which there is general support. This was the 
case with many highway projects. There may not be a  

particular problem for which a TSM project is the answer. 
When we make a proposal for a TSM project, we must 
think of whom it serves and whether it is really needed. 
The "constituency" for TSM may also be seen as a gen-
eral one, based on a desire for conservation and tax re-
duction. It is thus a policy constituency to which we 
should respond. 

The following list of objectives and constituencies was 
offered as being relevant to TSM. 

National objectives 
Preserve CBDs and prevent loss of human 
scale and personal contact 
Stop abandonment of central city housing and 
neighborhoods and consequent fiscal loss of in-
vestment in infrastructure 
Preserve neighborhoods from bad effects of 
through traffic 

Citizen participation objectives 
Preserve the natural environment 
Minimize relocation of families and breaking 
of neighborhood ties 
Reduce demolition of housing for freeways 

Transit objectives 
Improve transit service and keep transit routes 
from getting choked by automobile congestion 
Serve the transit dependent 

Taxpayer objective 
Reduce drain on taxes caused by major new 
facilities 

Local and national government objectives 
Improve municipal finance 
Conserve natural resources and energy 

Some cities do not have much interest in TSM. The 
cities, which are automobile oriented and have less infra-
structure, still have capital programs on their agenda. 
What should be the federal response to a city that is not 
interested in any ThM projects? Federal representatives 
in the workshop felt that their planning process would 
have to be reviewed and, if found to be satisfactory, the 
government would have to accept the position of the cities. 
Some cities simply do not have a lot of problems. In 
fact, in many places, the transportation system is rea-
sonably good, and there is no clamor for change. In 
some cases, there is a need for a mix of high- and low-
capital projects. A related question was asked: If 
money now coming from Washington is not spent, will 
there now be fewer or no capital grants? Federal rep-
resentatives felt that there would be more attention to 
determining the most cost-effective alternative. 

What kind of feedback from the implementation of 
TSM actions is needed? The U.S. Department of Housing 
and Urban Development requires extensive regular eval-
uations from its grantees; perhaps the Urban Mass 
Transportation Administration and the Federal Highway 
Administration should have similar requirements. TSM 
is coming into its own because of concerns over resource 
limitations, especially fiscal limitations; however, there 
is not yet much consensus on where TSM is going. 

Several general conclusions may be drawn from the. 
workshop discussion: There may be negative reactions 
to TSM, especially if it involves reducing vehicle use. 
However, these should not be emphasized, for the goal 
of TSM actions is to leave the public better off overall 
or there is little reason for the action. A careful under-
standing should be developed of local public objectives of 
such actions, and public involvement and support of broad 
objectives should be reached .before one goes forward 
with TSM actions. Waiting for a public outcry of needs, 
however, may lead to inaction and directionless effort. 
Efforts must be made to define local transport problems 
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and to analyze closely alternative solutions in which the 
public is involved. In that way, the constituencies needed 
to sustain solutions are assured, assuming a positive 
feedback on the objectives desired. This action should 
be initiated locally, but certainly there are many actors 
and some form of regional forum is essential. ThM may 

be viewed as a set of projects, but more important it is 
a planning process emphasizing short-term, low-capital 
solutions that may also complement long-term capital-
intensive solutions, which are the traditional focus for 
this process. 

ACTIONS TO IMPROVE TRANSIT 
MANAGEMENT EFFICIENCY 
RayA. Mundy 
University of Tennessee 
Workshop moderator 

Workshop participants included directors of transit 
bureaus for state transportation departments, directors 
of metropolitan planning organizations, transit opera-
tors,. and federal agency representatives. 

They began by listing the following areas in which 
improvements can be made in the management efficiency 
of transit operations: service standards, commuter 
market approaches, organization of planning and oper-
ations, integration of paratransit, use of standard cost 
information, role of state departments of transportation, 
integration of control, small capital improvements, 
marketing, parking strategies, and payment of transit 
fares. Because of limitations of time and active partic-
ipation from a large number of the workshop attendees, 
only the first four topics were fully discussed. 

SERVICE STANDARDS 

There is lack of adequate service standards in the transit 
industry, and what good transit service is needs to be 
more clearly defined. Service standards will be in-
creasingly needed as more public money is used in tran-
sit operations so that providing transit in some areas 
and not providing it in other areas can be justified. 
Several participants, however, felt that standards could 
represent a potential danger to urban transportation be-
cause they could be used to justify only one type or level 
of service to a community—that of traditional fixed-
route, fixed-schedule transit operations. Participants 
feared that traditional service standards would prevent 
urban communities from developing innovative ap-
proaches to public transportation. Such innovative ex-
perimentation might include route-deviation schemes, 
substitution of taxi service on lightly traveled routes, 
contracting peak-time commuter services to private op-
erators, and variations of dial-a-ride schemes. The 
workshop agreed that service standards were needed but 
that provision should be made so that new forms of pub-
lic transportation would not be hindered by strict ad-
herence to such service standards. 

COMMUTER MARKET APPROACHES 

Some participants felt that management efficiency coul 
be improved if ridership were to be improved and that 
the most likely time for this ridership increase would 
be during peak commuting times. Other members of the 
workshop pointed out that the marginal cost of providing 
additional peak service far outweighed the marginal rev-
enue received under present operating conditions and 
thus management efficiencies would be severely hindered 

by servicing additional commuters. Considerable dis-
cussion ensued as to whether it was beneficial for tran-
sit systems to increase service for commuter markets. 
The majority of the participants agreed that the cost of 
providing service to these markets with additional fixed-
route, fixed-schedule transit systems or even express 
systems appeared to outweigh the benefits derived. Al-
ternative ways are needed by which commuter markets 
can be approached. Discussed were approaches such as 
express services using existing capacity of the transit 
system, subscription bus service using premium fare 
plan with existing transit, subscription bus service using 
private transportation firms, and a variety of ride-
sharing approaches including van-pool and car-pool op-
erations. Institutional and organizational problems have 
prevented these approaches from being used. 

INTEGRATION OF PARATRANSIT MODES 

Paratransit activities offer some hope for revitalizing 
public transportation in the United States. Veterans of 
public transportation planning cited, however, that para-
transit is often suggested to be something that will al-
ways be just around the corner but never quite reaching 
fruition. How are paratransit options implemented? 
Some organizational form, other than that of traditional 
transit,, needs to be used. The "brokerage" concept 
being tried in Knoxville was discussed for its implica-
tions to paratransit. With this concept, the city acts as 
an interested but unbiased third party to bring together 
and if necessary subsidize transportation suppliers, 
private or public, to provide transportation services. 
This approach may maximize the urban transportation 
subsidy dollar and achieve broader urban transportation 
goals of less congestion, clearer air, and overall im-
provement in quality of urban life. The discussion con-
cluded with the general feeling that no one approach can 
be viewed as a panacea but that experimentation is 
needed with a variety of approaches to see what can be 
achieved in various urban areas. 

PLANNING AND OPERATIONS 
ORGANI ZATION 

Where should planning be done for urban public trans-
portation? Two schools of thought were brought forth 
by the participants. One suggested that those on staffs 
of metropolitan planning organizations were the most 
technically qualified individuals for urban planning and 
therefore should do transportation planning. Opponents 
of this viewpoint suggested that, when planning and op- 


