[f Things Were Perfect...

Dr. Ruth Middleton House ® President, Middleton-House ¢ Company

ust ask the presenters at the 2006
Georgia Transportation Summit
how hard it is to get anything
done about transportation prob-
lems:

hat we lack is the political will to solve
the problem.”

“There is too much turf guarding.”

“We have problems because of bad blood.
Weve got to work together.”

These comments highlight the difficult
problem of coordinating efforts across
transportation organizations. Of course, a
complete assessment paints a picture of
solutions, too. But we've been stuck for a
long time and the odds dont seem good.
What are we missing?

Sports psychologists have long been
teaching athletes to picture success—even
against all odds. And managers have used
an approach called “Visionary Analysis” to
picture business success. The approach has
worked for individuals, for projects, and for
whole organizations. Can it work across
organizations? It seems worth a try to take
these steps (House, Ruth. 7rs Time to
Change the Way You Change. Kennesaw,
Georgia: Middleton-House & Company,
2005, pp. 103-106.)

1. Develop a moving picture in your
head of the perfect outcome.
How would the many organiza-
tions involved in transportation
planning, funding, and execution
work together if the world were
perfect? Reality will come into
play later, but not now. We are
not talking about “OK” or
“acceptable” or “meets specs.” We
are talking about perfect.

2. Write down a detailed description
of that moving picture. Get all of
your senses in on the act. What
do you see, hear, touch, smell,
taste?

3. Play that moving picture of suc-
cess over and over again in your
head—even before you tell any-
one about it. Have confidence
that you could play out your part
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in real life without even thinking
about it.

4.  Deal with obstacles from the right
side of your brain. When some-
one says “That will never work,”
you will likely reply from the left
(logical) side of your brain “Why
not?” Then you get an earful!
There are many logical reasons
not to try. You are stuck.

Next time, respond from the right
(creative) side of your brain
instead. When someone says
“That will never work,” answer
“What if it did work? What
would it look like?” You already
have the answer to that ques-
tion—in your picture of success.
Now you are un-stuck and mov-
ing toward a solution.

5. Enlist the support of other people.
Finally, let reality back into the
picture. Whose support would
you need in order to make your
moving picture a reality? What,
specifically, would they need to do
and when? Now you are ready to
share your moving picture with
others.

Can this approach work across organiza-
tions? It’s worth a try. To get started, let’s
ask some of the people who can attest that
the problem is stubborn. How would they
apply Step One of our process? What would
be in their moving picture of perfect?

First, lets hear from Dan Bollinger,
Executive Director of the Southwest Geor-
gia RDC and President of the National
Association of Development Organizations

“What an eye-opener!” That’s what my
Missouri counterpart said about getting
early input from his local government and
his local business community. He passed
their recommendations and concerns on to
the state before priorities were set, before
plans were underway.

If things were perfect, wed have that
kind of timely involvement here. Now I
know we cant just copy another state’s
approach as is—there are just too many
variables; but surely we can learn from what
has worked in other states. Kentucky and
Missouri are two that deserve our attention.

In both these states, the local planning
organization consults early on with local
governments and businesses. They compile
local business input about growth and bar-
riers to growth along with local government
input about safety and planned develop-
ment. The input they give the state already
has these local concerns and issues taken
into account.
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It makes sense to leave con-
trol of funding with the State.
Buc if things were perfect, proj-
ects selected for funding would
match the priorities of the local
community as well as the prior-
ities of the state. As a result
there would be a lot less push
back after a project is actually
underway. And, it would be
easier to pass a Special Purpose
Local Option Sales Tax
(SPLOST), too.

The perfect process to
deliver this perfect outcome
would look something like this.

1. Local development
organizations consult
with governments and
businesses in the area.

2. Local advisory groups
get together and com-
pare needs and con-
cerns across intrastate
regions. They look at

the collective local
concerns and issues
and  identify  the

regional priorities.
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3. Working with local
governments, these
local groups build an
ideal plan for their
region within the
state.

4. The State reviews the
plans then comes back
to the local groups
with issues and prob-
lems.

5. The RDC (Regional
Development Center)
would provide help in
problem-solving and
consensus-building.

6. The State proceeds.

Now it’s true that conversations
with local governments and
businesses are time consuming,
And its true that they dont
have the visibility or the glam-
our of conversations with those
large companies that may relo-
cate to the area. But existing
local organizations actually have
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the greater impact on the local
economy. They do more than
sustain the existing job mar-
ket—they provide the bulk of
the area’s new jobs as well. It’s
time for us to start paying more
attention to them.

And heres how David Doss,
Board Member of the Georgia
Department of Transportation,
described perfect.
In my perfect world:
Organizations focus together
on The Big Picture. Policy
makers realize that transporta-
tion decisions can help narrow
the gulf between “the haves”
and “the have-nots"—or help
widen it. The contribution of
some donor regions (those that
send in more dollars than they
get back) is necessary to ensure
that all areas of the state have
what they need to flourish.
When people or groups
disagree, Common  Sense
guides the solution. We don’t
rely on statistics and studies

alone—we talk to local people
about what they know and
what they think. And we
reward the behavior we want—
we give tax breaks to people
who use energy-efficient cars,
for example.

Together, these two princi-
ples impact funding, environ-
mental regulation, Federal gov-
ernance and local cooperation.
Funding is no longer a con-
straint that produces stress and
conflict between groups. We
have the financial resources to
do the job right. And the source
of funding is varied so trans-
portation projects aren’t threat-
ened by a downturn in the econ-
omy. We tax out of state users of
Georgia roads based on the
mileage of the user.

Environmental regulation
is less complex and more consis-
tent. We can quickly and easily
assess the environmental conse-
quences of a project or course of
action. To begin with, there are
fewer Federal Environmental
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Standards. And when there
are disagreements, Com-
mon Sense plays a major
role in resolving them. We
dont rely on “Studies”
alone. We ask the local peo-
ple about impact. No need
to delay a project to avoid
disturbing a Skullcap plant
(the herb) when it is so
plentiful that farmers con-
sider it a weed and are
spraying to kill it off

The Federal Govern-
ment is easy to navigate, in
general. We get things done
on time because there are
fewer organizations and less
red tape within each one.
standards
enforced within and across

Performance

Federal agencies ensure two
things.  First, they ensure
Environmental
documents are actually com-
pleted within the 18-month
limit. Second, they ensure

consistency. Once we have a

timeliness.

commitment, we move
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ahead with confidence. No
one comes back later and
says, “Who told you that?”
Even locally, there are
fewer organizations to deal
with and fewer levels within
each. Metropolitan Plan-
ning Organizations pull
GDOT into the loop before
decisions are made or plans
are formulated. We are open
to their input and they are
open to our consultation.
We develop real solutions to
problems, not just work-
arounds. In consultation
with each other, we focus
on the things that will get
the most bang for the buck
and serve the most people.
We still have different
organizations representing
different points of view—
important checks and bal-
ances come into play. But
inefficiency and ambiguity
are a thing of the past.
the board, the

ground rules are clear. A

Across

person making a decision,
planning a project, or exe-
cuting a project knows who
to go to and why.

In my perfect world, across
agencies and issues we:

*  Focus on the big
picture: the best
transportation for
the most people.

* Let common sense
govern our think-
ing and our rela-
tionships  with
others.

Dan Bollinger and David
Doss have given us a good
start. A complete assess-
ment both identifies prob-
lems and envisions solu-
tions. Sometimes—espe-
cially when you are stuck--
the creative side of your
brain can paint a clear pic-
ture of success that the logi-
cal side hasn’t brought into
focus. <
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