
INTERNATIONAL PARKING & MOBILITY INSTITUTE

NOVEMBER 2023

Planning for 
LARGE-SCALE 

Operations

Parking and mobility focus on educational, healthcare, 
business campus, airports, and other large-scale operations.
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What impact is technology 
having on large-scale parking 

and mobility operations?ASK THE
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What impact is 
technology having on 
parking and mobility 

for universities, 
healthcare centers, 
airports, business 

campuses, and other 
large-scale parking 

operations?

Debbie Lollar, CAPP, 
M.S. 
Executive Director, 
Transportation Services

Texas A&M University

Technology is making us cleaner, 
greener, and faster. Our industry is 
advancing at a pace never seen before. 
Although this may all sound positive, 
implementing and managing the new 
technologies stretches our resources, 
staff, and minds. This can add stress but 
let’s all savor the excitement for 
the progress.

Brian D. Shaw, CAPP
Executive Director, 
Stanford Transportation
Stanford University

Technology is allowing campuses 
to move away from physical credentials, 
parking hardware (meters, pay stations, 
ticket spitters, etc.) and move to mobile-
based payment and license-plate based 
permits. We’re seeing permit 
management systems be able to be a 
one-stop SaaS that does residential, and 
commuter permits while also facilitating 
hourly, mobile payments. Cameras have 
also vastly improved and the ability to 
collect real-time occupancy data with 
LPR cameras is gaining ground. The 
demand for daily commuter parking 
permits has also grown as hybrid work 
settles in.

Daniel DeMott, PMP, CSM
Chief Technology Officer
Elite Parking Services of America

The implementation of technology enabled 
mobility—parking promises to bring 
transformative benefits to parking operations, 
both immediately and in the future. I envision 
technology as a key driver of efficiency and 
accessibility that will result in economic growth.

Matthew Inman
General Manager
MasParc and Mobility LLC

Today’s technologies are improving 
efficiencies for both customers and 
organizations. Customers now have much more 
information about available services, as well as 
more control over how they use and pay for the 
services they select. At the same time, 
organizations can gather more data on how their 
services are used and can more effectively direct 
their planning and operational efforts.

Lynn Wiggs, CAPP 
Associate Director, 
Transportation Services
Texas A&M University

Technology continues to enhance parking 
options, particularly with payments. Being able to 
speed up exit times from facilities is key for traffic 
management. Mobility options are ever changing 
with new technology giving more individual 
flexibility but creating parking challenges.

Erik Nelson, 
PCIP
Director
Walker Consultants

The biggest impact of 
technology for large parking 
owners is connecting people to 
parking and mobility 
services. Mobile apps enable 
instant interaction with all facets of 
these functions. Digital systems 
enable efficient location of and 
access to parking. It’s only getting 
easier over time.

Ravali Kosaraju, 
PE, PTOE
Director, Mobility
WGI

Technological advances are 
assisting Cities in managing 
congestion along key corridors. 
The same can be leveraged to 
support large campuses. Real-time 
adaptive traffic management, 
digital wayfinding, V2I 
communication for parking 
guidance minimize campus user 
and visitor dilemmas and circling 
for a parking space. Interactive 
mapping, and smart mobility apps, 
along with micro-mobility options 
can optimize large campus mobility 
while promoting sustainability.
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Easy as A,B,C
Creating and Implementing a University Mobility Master Plan

By Debbie Lollar, CAPP, M.S.

Creating and Implementing a  
University Mobility Master Plan

By Debbie Lollar, CAPP, M.S.
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IN 2019, TEXAS A&M UNIVERSITY WAS EXPERIENCING YEAR AFTER YEAR OF 
UNPRECEDENTED GROWTH in population and in the construction of new facilities, often 
built on existing parking lots. The University’s 2017 Campus Master Plan (CMP) recommended 

eliminating most small, interior parking lots to reduce traffic and associated modal conflicts in favor 
of last-mile infrastructure, pedestrian plazas, and green space. Transportation Services initiated the 
pursuit of the creation of a Mobility Master Plan (MMP) to align the campus and its services with the 
rapidly evolving mobility needs at Texas A&M University’s College Station, Texas campus.

The point at which the MMP was initiated, Texas A&M 
University’s student enrollment was more than 68,000. The 
campus was the fifth largest among U.S. universities with an 
operating budget over $1,000,000,000. College Station, due to 
its population size, does not qualify for federal transit resources 
available to densely populated, metropolitan areas. Campus 
transit service is funded by student fees and the parking services 
operation is an auxiliary funded through visitor parking and 
permit income. The campus spans 5,000 acres with primarily 
flat terrain that includes a state roadway and railroad tracks that 
divide the campus comprised of more than 36,000 parking spaces.

The MMP would focus on efforts over the next 10 years, with 

an abridged view 20 years into the future to prepare for significant 
developments or implementations requiring prerequisite steps 
during the first 10 years. Autonomous vehicles and mobility options 
not considered viable for this community within the prescribed 
timeline were excluded from the analysis. The improvements of 
the MMP target transportation safety, minimization of congestion, 
preservation of local character, outline goals and policies for the 
transportation system, analyze existing and collect new data, 
accommodate growth, and protect environmental, historic, and 
natural resources. The plan would guide the process to garner 
campus-wide commitment to travel to, from, and around campus 
by a means other than driving single occupancy vehicles.

College Station, Texas

SHUTTERSTOCK / SHENGYING LIN
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A
Precisely Written RFP
For the first time in the history of the 
university, strategic efforts began 
to formalize a mobility master plan. 
The request for proposals (RFP) was 
detailed, considered campus interests 

and initiatives, included measurable goals, defined the 
scope of the plan, ensured integration with existing 
systems, and required budget and timeline estimates. 
Transportation Services led the effort that resulted in 
an actionable plan completed last year and is already 
getting results.

The RFP for the project required alignment with the 
goals of the university’s 2015 Bicycle District Strategic 
Plan, 2017 Campus Master Plan (CMP), 2018 
Sustainability Master Plan, and 2018 Residence Life 
Sustainability Plan, as well as community input. 
Elements of importance from these plans included a 
Transportation Mode Hierarchy, rating the priority and 
environmental impact of people traveling by foot, bike, 
bus, service vehicle, rideshare, carpool, and single 
occupancy vehicle; reducing vehicle miles traveled by 
campus users; increasing capacity of the on-campus 
transit system; increasing the number of students, 
faculty, and staff who commute to campus using 

something other than a single occupancy vehicle; 
operating a campus fleet that minimizes demand for 
fossil fuels; and increasing use of alternatively fueled 
vehicles.

The resulting MMP would outline policies that frame 
the future transportation network in an environmentally 
sensitive manner and embrace the concept of “Complete 
Streets”—the approach to planning streets that are 
designed, operated, and maintained to enable safe, 
convenient, and comfortable travel and access for users 
of all ages and abilities. 

The primary goals of the RFP included:
   ● A well-connected, coordinated network of efficient, 

safe, and convenient multimodal transportation 
options implemented in an environmentally sensitive 
manner to improve accessibility and mobility, and 
minimize congestion.

   ● Diminishing greenhouse gases released from 
university-related commuter transportation by 
reducing single occupancy vehicle trips to, from, 
and around campus by shifting travel behavior to 
sustainable modes of transportation.

   ● Improvements to sidewalk and path accessibility, 
safety, and continuity of campus travel in aesthetically 
pleasing ways.

   ● A transit operation that builds upon its success 
providing student service and strives to support 
future needs of faculty and staff and in support of the 
CMP, which identifies a need for faculty and staff to 
have travel alternatives from perimeter parking to 
their offices and around the campus during the day 
to attend meetings and manage business. The plan 
should explore and outline various approaches to 
transit vehicles and routing. The result should be an 
on-campus service so dependable that a broad range 
of faculty and staff would consider it a viable daily 
alternative. The solutions could include, but were not 
limited to, fixed routes, on-demand service, park and 
ride, and micro transit.

   ● An improved system that enhances student and 
employee health and job satisfaction.

   ● A plan which minimizes capital, operational, and 
maintenance costs.

   ● A plan that integrates the various modes of 
transportation recommending requisite infrastructure, 
roadway connectivity, technology, and facilities to 
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facilitate a smooth travel experience.
   ● Parking policies and related privileges that minimize 

traffic, provide adequate access, and maximize 
interconnectivity with other modes of travel.

   ● Provide an implementation plan focusing on 
prioritization, methodology for measuring success, and 
projected costs.

The plan should be used to seek cooperation 
between administrators, faculty, staff, students, sports 
fans, the wider campus community, and local cities 
to explore and modernize transportation systems to 
meet future mobility needs. The RFP included the 
requirement for a robust stakeholder engagement 
process conducted by the consultant with close input 
from Transportation Services staff and focused heavily 
on last-mile solutions with an emphasis on “Park 
Once” concepts and reinforcing the essential need of 
faculty and staff to consider walking, biking, busing, 
and other sustainable mobility options. Engagements 
should use metrics such as walking distances, mobility 
options, and distances from bus stops or other points 
of interest to gauge viability with our constituents. The 
RFP included 30 additional transportation-specific 
considerations that would be used to evaluate and 
select the winning proposal.

The RFP was written to help select a partner who 
could help us achieve the outcomes we desired for our 
campus. The plan had to be specific to our campus, evoke 
culture change, incorporate multiple mobility options 
and not a one-size-fits-all approach, prioritize the list of 
recommendations, estimate costs, and provide tangible, 
usable solutions. It should evaluate and incorporate 
existing services and not focus on ideas too futuristic to 
realistically be implemented in the specified timeframe. 
The winning proposal would result in a planning tool 
that would not sit on the shelf and gather dust, but rather 
guide the continuous mobility-improvement process for 
the next 10 years.

B
ig Effort on Data Collection
Once a consultant has been selected 
and hired to produce a Mobility 
Plan, the real work begins ensuring 
the appropriate input and data are 
considered. Although the plan aims 

to guide the future, studying the past and understanding 
the present is imperative to determine what is possible. 
Data comes in many forms; much is collected by the 
consultants, and even more is provided by our teams 
from interviews and historical data records.

The resulting MMP would outline policies that 

frame the future transportation network 

in an environmentally sensitive manner 

and embrace the concept of “Complete 

Streets”—the approach to planning 

streets that are designed, operated, 

and maintained to enable safe, 

convenient, and comfortable travel 

and access for users of all ages 

and abilities. 
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Do not fear overwhelming the consultant team with 
too much data. Talk with them about all the sources 
and formats for data you can provide for their review. 
When working on a mobility plan, consider all types of 
relevant operational data collected or accessible by your 
department, such as: transit boarding and alighting; 
transit route maps; anonymized constituent home 
addresses for constructing service area heat maps; 
parking data to include permit sales, citation data, 
waiting lists, and space counts; bicycle rack location and 
routes and occupancy counts; GIS maps; and partner 
data, such as from the city, transit agency, Metropolitan 
Planning Organization, Department of Transportation, 
and other relevant partners. 

Constituent groups should be identified, and 
members invited to participate in engagement 
opportunities structured by the consultant team to 
collect both general and specific feedback. Engagements 
can be used for constituents to identify best and worst 
mobility experiences, gauge willingness to use various 
modes, collect feedback, explore current culture, and 
lay groundwork to begin to shift expectations. Although 
in-person engagement has significant benefits, consider 
supplementing with virtual engagement by way of an 
interactive website, online meetings and forums, and 
surveys so feedback can be collected from all interested 
people when it is convenient for them.

The consultant team should spend time at your 
location to get a clear understanding of existing 
conditions and to explore what could be possible. An 
effective plan must include more than generalizations 
about mobility philosophies or improvements; it must 
contain detailed information about many specific 
improvements recommended for exact locations in the 
zone studied. Defined improvements provide a basis 

for engaging constituents to obtain feedback about and 
buy-in for the plan. A component of the fieldwork should 
include observations across the entire region included 
in the study, testing early theories, and collecting counts 
by mode to quantify the scope of the work. Be certain 
to include opportunities for the subject matter experts 
within your own organization to share their concerns, 
ideas, and hopes about what may be included in the plan.

The consultant team should be well-versed in 
industry best practices, benchmarking against other 
organizations with similar issues, populations, or other 
related baselines as this provides contextual insight 
for the basis of their recommendations. These points 
of reference also help show examples of suggested 
treatments and how completed solutions can work to 
improve movement or safety.

One additional factor important to successful data 
collection is the full engagement and support of the 
process by administrators within the organization who 
selected the consulting team. Make personal invitations 
to and participate in engagement activities. Leadership 
involvement heightens awareness and emphasizes 
the importance of the entire mobility plan effort. Be 
involved in identifying and ensuring data is provided on 
a timely basis. And even more importantly, talk about the 
effort undertaken while it is in progress—to employees 
within the organization who will be implementing the 
plan, to constituents who will see changes because of 
the plan, and to administrators so they are aware of the 
opportunity to engage and are informed of proposed 
changes and implementations. 

The consultants will incorporate all the material into 
a draft plan. It is important to participate in reviewing it, 
providing feedback, and requesting others from your team 
and key constituent areas to do the same. We committed 

Include a robust data 

collection process to include 

ample historical and present-

day data to show trends and 

existing services provided 

by your organization as well 

as partners whose services 

integrate with yours.
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to retaining all ideas submitted in the draft, even if we 
may not have initially liked them, thought they could 
be possible, or could be adopted in our campus culture.  
Already, this has proven to be a successful strategy as one 
of the concepts we felt most unlikely is already in design.

C
ommitment to 
Implementation
Once the plan is produced, it is 
easy to pause to take a deep breath 
after completing all the hard work 
to bring it to fruition. Strike while 

the iron is hot! Use the energy from the work your own 
team members contributed and the recent engagement 
sessions with constituents to move forward on 
implementation. 

There are three factors that can begin immediately to 
keep the momentum going.

First, develop a roadshow, such as a presentation, 
to tell the story of the mobility plan development 
and next steps. This will confirm to people who 
participated in engagements or otherwise contributed 
to the plan that it has been completed and what 
you are doing with it now. Remember few people 
are as informed about the MMP as the group who 
worked closely with the consultant team. Invite your 
own leadership team, employees throughout your 
organization, your boss, your advisory committee, 
constituent groups who participated in engagement 
sessions representing city employees, students, 
faculty, and staff groups. Hosting a roadshow will 
help build on the familiarity of the topic for those who 
heard about it or were involved, it will plant the seeds 
for culture change, and it will hold you accountable to 
use the plan to make meaningful improvements.

Second, identify an implementation team and meet 
with them regularly to review the recommendations 
from the plan to prioritize their implementation. 
This is the fun part! It allows the team to go beyond 
dreaming about what it is possible to being a part of 
bringing solutions to reality. One approach is to look for 
some easy wins that can be accomplished on a smaller 
budget and shorter timeframe. Projects like these 
show progress to the campus or community and they 
motivate your team to keep going. Another approach 
is to consider unrelated projects starting soon to see if 
there are recommendations from the plan that could 
be considered at the same time by either incorporating 

them into the work plan or completing them 
simultaneously to dovetail into the already planned 
closures or infrastructure work.

Third, consider which big-impact projects you will 
work on first and use these regular meetings to make 
progress on planning the tasks required to fulfill the 
requirements to implement them over a longer timeline. 
Remember to include appropriate constituent groups in 
discussions for the upcoming projects to get their input 
and to continue showing progress. Update the road show 
along the way to include before, after, and in-progress 
pictures, to describe upcoming projects, and to continue 
chipping away at culture change.

Now you know your A, B, C’s!
Getting and implementing a university Mobility Master 
Plan can seem like moving mountains. Try approaching it 
like the adage, eating an elephant—one bite at a time. Start 
with a precisely written RFP to clearly define what you 
want from the plan so you can see in the proposals which 
company most closely meets your goals. Then, use the RFP 
to ensure the chosen company fulfills your requirements. 

Next, include a robust data collection process 
to include ample historical and present-day data to 
show trends and existing services provided by your 
organization as well as partners whose services 
integrate with yours. Include field data obtained by the 
consultant during site visits and constituent and partner 
data collected during engagements. This information 
illustrates services well-adopted, others that are growing 
or shrinking, and those desired for the future. The 
consultant compiles the data to identify the best path 
forward for your region.

Lastly, use your budget, earned revenues, grants, and 
shared-cost models to begin implementation right away. 
Even small projects show momentum and progress. Be 
sure to keep telling your story about the plan, completed 
endeavors, and what is coming next. Engagement 
with constituents is key to communicating project 
progress, to promoting the usage of new infrastructure 
or services, and to chip away at culture change. Now you 
know your A, B, C’s! ◆

DEBBIE LOLLAR, M.S., CAPP, is the 
Executive Director for Transportation Services 
at Texas A & M University, and member of 
IPMI’s Accredited Parking Organization (APO) 
Board of Directors. She can be reached at 

dlollar@tamu.edu.
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