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AIM Innovation Showcase Application
Sponsor
Nominations must be submitted by an AASHTO member DOT willing to help promote the innovation. If selected, the sponsoring DOT will be asked to present the innovation at the Innovation Showcase during the AASHTO Spring Meeting.
1. Sponsoring DOT (State):  Georgia Department of Transportation (GDOT)
2.  Name and Title: Sam Harris, Assistant State Traffic Engineer
    Organization:  GDOT and Atlanta Regional Commission (ARC)
    Street Address:  935 United Avenue, Building 24
    City:  Atlanta
    State:  Georgia
    Zip Code:  30316
    Email:  sharris@dot.ga.gov
    Phone:  404.635.2881
Innovation Description (30 points)
The term “innovation” may include processes, products, techniques, procedures, and practices.
3. Name of the innovation:
Georgia Joint Agency Data Management Program
4. Please describe the innovation. 
Centralized and institutionalized intra- and interagency Big Data acquisition and management program.
5. What is the existing baseline practice that the innovation intends to replace/improve?
Project-by-project data purchasing


6. What problems associated with the baseline practice does the innovation propose to solve?
1) Enhance and standardize data analytics capabilities for all projects. 2) Eliminate unnecessary duplication of data and associated analyses. 3) Lower overall agency costs. 
Click or tap here to enter text.
7. Briefly describe the history of its development. 
In 2017, ARC engaged GDOT and other regional transportation agencies to obtain their input for several initiatives, including initiating data governance.  As ARC’s effort finished, GDOT compiled and shared Georgia’s input to The Eastern Transportation Coalition’s (TETC) Transportation Data Marketplace (TDM). GDOT felt it was essential to provide TETC and the community with a better understanding of Georgia's values, needs, and desires. Upon completion of that effort, the group realized the overwhelming and overlapping needs among the group members.  The team requested approval from ARC and GDOT’s executive leadership to create an interagency group to develop a comprehensive and centralized data acquisition program to: 1) Enhance and standardize data analytics capabilities for all projects. 2) Eliminate unnecessary duplication of data and associated analyses. 3) Lower overall agency costs. Upon approval, the working group identified three immediate actions: 1) Develop an interagency program charter. 2) Identify a funding plan. 3) Develop guidelines and policy recommendations for data acquisitions. The program charter identified the scope and created the mechanisms for membership. The voting representation was set at three members for ARC and GDOT each and also required that business units be limited to one voting member, thus ensuring expansive representation and institutionalized collaboration.  The group evaluated each agency’s data purchasing history. It was determined that the agencies expended considerable resources to acquire data, but they were overlooked. Moreover, the practice of project-by-project purchasing resulted in data duplication. It became evident that by reducing unnecessary data duplication, providing more robust and standardized analytics tools, and purchasing in bulk, the Program could reduce overall agency costs.  In August 2021 both agencies agreed to jointly fund the Program. 
8. What resources—such as technical specifications, training materials, and user guides—have you developed to assist with the deployment effort? If appropriate, please attach or provide weblinks to reports, videos, photographs, diagrams, or other images illustrating the appearance or functionality of the innovation below (if electronic, please provide a separate file). Please list your attachments or weblinks here.
In 2023 the attention of the Program focused on developing policy recommendations and guidelines for data acquisitions. This also included the following items:  1) Licensing requirements for personnel, interagency (including local agencies), and consultant usage. 2) Data use and publishing permissions. 3) Interagency gap/overlap analysis and best value assessments. The team reviewed the TETC TDM RFP, vendor information, and other states’ resources to create a foundation for the current market. Using these assets, the team built dynamic querying resources that allowed them to understand the market capacity to deliver specific desires for Program members individually and collectively. The goal was to expand capabilities beyond the TETC standards to meet Georgia’s specific needs while also ensuring the ability for competition from multiple vendors.  After completing collaborative workshops to identify mandatory and value-add attributes, team members documented their selection and reasoning to further establish a firm understanding of “why” for future use.  As they created Georgia-specific guidance, the group determined that utilizing the principles developed by TETC would make the most sustainable foundation. Similar to how agencies use national standards for signing and marking or road design, the group felt that this created a mechanism for consistency and the ability to leverage national expertise while providing flexibility for the state to strengthen specific requirements. Once the Georgia-specific guidelines were complete, they were shared with all TETC vendors for open comment and conversation. GDOT and ARC have a strong history of engaging private sector partners, and they encouraged regular iterations and adjustments based on the feedback they received. Further, the team members engaged national experts from the National Renewable Energy Laboratory and TETC to understand the marketplace shifts. Over the course of the conversations, GDOT and ARC were invited to share their process as a best practice to TETC and vendors like Airsage. Using the guidelines, the team built worksheets to engage TETC vendors to understand their current capabilities. The worksheets identified the minimum viable data attributes and allowed for concise responses for vendor-proposed deviations.   Additionally, the team members recognized that additional inputs beyond minimum viable requirements would be advantageous for evaluating the available datasets. They utilized the outputs from the workshop and interviews to identify data attributes that did not rise to the level of a minimum standard but met one or more of the following criteria: Identified use-case. Cost-reducing potential.  Data quality improvement. Expanded geographic reach.  Well-distributed data among rural and low-volume roadways. This approach significantly reduced the level of effort for vendors to provide their feedback while also providing critical information for the Program. Moreover, it allowed for rapid and consistent evaluations by the Program members for minimum viable requirements as well as value-adds. Using this approach created selection transparency and allowed the team members to find the highest quality product that met the most needs and aspirations. This information, combined with cost, allowed the Program members to find the best value data to meet the collective needs of the state and region.  While this effort was underway, the Program partnered with professional organizations across the state to provide extensive training and information sessions. Over the course of 2023 and into 2024, the Program facilitated 10 separate trainings, reaching over 250 transportation professionals.   
State of Development (10 points)
Innovations must be successfully deployed in at least one State DOT. The AIM selection process will favor innovations that have advanced beyond the research stage, at least to the pilot deployment stage, and preferably into routine use.
9. How ready is this innovation for implementation in an operational environment? Please select from the following options. Please describe.
☐ Innovation is fully functional and yet to be piloted.  
☐ Innovation has been piloted successfully in an operational environment.  
☒ Innovation has been deployed multiple times in an operational environment.
☐ Innovation is ready for full-scale implementation.
This program is in place and continuing to grow.

10. What additional development is necessary to enable implementation of the innovation for routine use? 
This program requires active participation for a multitude of transportation professionals from various backgrounds. Beyond a willingness to change business practices, this effort does not require any upfront development or deployments in order to be successful. 
11.  Do you have knowledge of other organizations using, currently developing, or showing interest in this innovation?  ☒ Yes ☐ No
If so, please list organization names and contacts. 
	Organization
	Name
	Phone
	Email

	Vermont Agency of Transportation
	Zoe Neaderland
	Click or tap here to enter text.
	Zoe.Neaderland@vermont.gov

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.

	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.
	Click or tap here to enter text.


Potential Payoff (30 points)
Payoff is defined as the combination of broad applicability and significant benefit or advantage over baseline practice.
12. Identify the top three benefits your DOT has realized from using this innovation. Describe the type and scale of benefits of using this innovation over baseline practice. Provide additional information, if available, using quantitative metrics, to describe the benefits. 
	Benefit Types
	Please describe:

	Cost Savings
	
GDOT and ARC conservatively estimated a direct annual savings of $3.14 million.
	Organizational Efficiency
	
GDOT and ARC have grown to over 1,000 total Big Data users from over 40 agencies and consultants throughout the state. As a result, analysis processes for GDOT and ARC projects have become both more robust and streamlined. Additionally, because these tools are available to other public agencies and their respective consultants, agencies across the state have also benefitted from this approach.   
	Shorter Schedule
	
Because of ongoing data analytics licenses, rather than waiting to acquire a license after a contract is executed, GDOT and ARC estimate that each design and/or planning project can save up to 45 calendar days. 


Provide any additional details below:
Additionally, the comprehensive interagency data acquisition and management program has helped position both agencies to address their agency-wide goals better. These include, but are not limited to: 1) Address the implementation of 7 of the 8 initiatives and 21 of the 38 of the associated primary actions outlined in ARC’s TSMO Strategic Plan, 2) Position Georgia for rapid, statewide, low-risk deployments of connected and autonomous vehicle technologies and applications, 3) Direct cost savings for all statewide local agencies and consultant partners, 4) Data-driven ability to deviate from standards to create more practical, location-specific, and cost-effective designs, 5) Uniform and equitable data analysis capabilities, regardless of project geography, size, or budget, 6) Immediate access to data for project development and delivery, 7) Enhanced capabilities for project justification and visualization, and 8) Consultant data transparency. It has won accolades from professional organizations – including ITS Georgia, ITS World Congress, National Operations Center of Excellence, and The Eastern Transportation Coalition

Deployability (30 points)
The AIM selection process will favor innovations that can be adopted with a reasonable amount of effort and cost, commensurate with the payoff potential.
13. What challenges and/or lessons learned should other organizations be aware of before adopting this innovation?
This is a shift in organization practice. As a result, it requires champions and time and an upfront investment. For example, GDOT and ARC data acquisition costs were not easily transparent on the project level. To move forward, GDOT and ARC needed to create an annualized project to fund Big Data purchases. Additionally, GDOT and ARC continue to find opportunities to provide better support for transportation professionals, understand user applications, and trial emerging data. This becomes and operationalized project that requires ongoing support. 
14. Please provide details of cost, effort, and length of time expended to deploy the innovation in your organization.
Cost:  $250,000 for initial overlap/gap analysis and specification development 
Level of Effort:  largely intuitive process that was not overly difficult. Once the agencies got into technical specification development, subject matter expertise was desired. 
Time:  1 year
15.  To what extent might implementation of this innovation require the involvement of third parties, including vendors, contractors, and consultants? If so, please describe. List the type of expertise required for implementation.
 GDOT and ARC initially began this effort with internal staff. As the program expanded and more agencies and users took advantage of the offerings, consultant support was brought on board to assist the agencies with day-to-day needs.
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