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Chapter 1: Introduction and Overview

Chapter Purpose: Tell the reader why he should read the handbook. Provide brief overview of contents. Intended length: 6-10 pages.

1.1
Why do Business Planning for TMCs?

· What is a TMC business plan? Why do one?

· Plan for executing long-range TMC vision and goals

· Relationship to strategic plan and operational plans

· May be subset of other agency plans

· Benefits / value / ‘role’ of the TMC business plan for establishing goals, objectives and tactics; planning; operations/performance; coordination with other systems and agencies 

· Links programs to regional objectives and funding sources

· Establishes legitimacy for programs (through performance measurement)

· Outlines requirements for executing programs (facility, staffing, operational, interface requirements)

· Provides a roadmap for long term vision or changes, and ties executable steps/requirements

· Helps partners understand roles and responsibilities

· Valuable tool for communicating with policy makers and executive (speaks their language)

· Business Planning may be important at various stages of TMC life cycle, such as

· Establishing new TMC

· Aiding evolution/expansion of a TMC 

· Sustaining operations in changing environments 

· Re-evaluating priorities

· However, it should be assessed annually as part of budget process

· Who needs to do business planning?

· What are the key outcomes of the business planning process and plan 

1.2
Purpose of the Handbook 

· What the reader will get out of the TMC Business Planning and Plans Handbook

· How the document should be used; how strategies can be applied for a variety of TMC scenarios

· How it will meet the needs of agencies to support a range of strategic TMC planning requirements; expected influence this Handbook will have on the practice

1.3
Overview of Handbook Content

· Provides templates and step by step guidance on how to develop a business plan for various types of TMCs (examples of key themes)

· Based on current best practices for TMC business planning (examples)

· Includes examples of how TMC business planning has been applied by other agencies/entities (introduce case studies)

· Illustrates how other TMCs have address challenges and obstacles to the business planning process

· Provides examples from other industries and how they can be applied to the TMC business planning process 

· Synopsis of each chapter and key topics/highlights

1.4
How the Handbook was Developed (Methodology)

· Impetus for developing the Handbook (cite the key need that was identified by PFS members)

· Research, methodology, who was involved (FHWA, PFS, others)

· How effort was coordinated with development of other key resources, namely TMC Concept of Ops, Performance Measures, TMC Migration Plan (note that these and other handbooks/guidance documents will be references as and where appropriate)

Chapter 2: TMC Background and Context for Business Planning

Chapter Purpose: Provide a context on the organization and operational structures of TMCs and how they fit into an area, region, or state’s transportation program. Describe the range of TMCs, including geographical, typical roles and functions and how these are reflected in business plan. 

2.1
TMC Functions and Services – Primary Functions of the TMC and how these relate to the ITS Architecture

· TMC is a component of greater regional plan for transportation operations, ITS, and emergency management, established through Regional Concept of Operations, Transportation Management Systems Concept of Operations, ITS Architecture (reference guidance materials and include sidebars on Concept of Ops and ITS Architecture), and emergency management plans.

· Traffic Operations Center – Associated with ITS Architecture User Service Bundles:

· Traveler and Traffic Management 

· Public Transportation Management

· Maintenance and Construction Management

· Emergency Operations Center – Associated with Emergency Management User Service Bundle

· Data Collection Center – Associated with Information Management User Service Bundle as support for user services in other bundles (e.g. Traveler Information, Travel Demand Management, etc.)

· Information Sharing/Services Center – Meeting place for coordinating transportation programs, technical infrastructure, and in some cases operational functions among multiple agencies, which could be traffic, emergency, transit, and law enforcement, among others. Point of contact/interaction for interfaces with private entities (i.e., media and information service providers access to video/data)

· Include Call-out highlighting multifunction TMC (to be referenced in detail in case study – perhaps Houston TranStar). Possibly include ITS Architecture graphics.
2.2
Relevance of TMC Functions and Services to Business Planning

· Most TMCs do not provide all described functions

· Determining functions and services is one of the first steps in business planning and should be based on agency or regional priorities and the anticipated value of each service for achieving these priorities (value proposition)

· Selection of TMC functions and services should be done within context of Regional Concept of Operations and Transportation Management Systems Concept of Operations
· Functions and services are the driving force behind staffing (numbers of staff, qualifications/technical expertise), operational, facilities, and interface requirements

· The Business plan relates the TMC functions to priorities, measures, funding mechanisms, and operational requirements

2.3
Components of a TMC

· Determination of components should be based on Systems Engineering Process (describe in sidebar), and ITS Architecture
· Description of TMC components and interrelationships 

· Owners

· Operators

· Systems

· Infrastructure (roadway, utilities, communications, cameras, sensors, signs, signals, etc.

· Facilities (the TMC and how it ties other elements together)

· The Business Plan relates components to costs and measurable objectives

2.4
Organization of a TMC

· Geographic scale

· Single agency (i.e., city or county) – these are usually focused on control of traffic devices (Anaheim, CA, Oakland County, MI)

· Large metro with multiple capabilities (traffic, transit, public safety)  (examples Boston Central Artery, Houston TranStar, San Antonio TransGuide)

· Regional/District (examples Caltrans Districts, TxDOT Districts, Oregon Regions, Minnesota DOT Districts)

· Statewide (could include interfaces to urban and rural regional TMCs, as well as collocate functions – example, Nebraska Statewide Operations Center, ADOT TOC, GDOT)

· Multi-state (examples, I-95/TRANSCOM, GCM) 

· Management, control, and structure

· In-house staffing vs. outsourced

· Operating role vs. facilitating role 

· TRANSCOM - facilitating role for traffic ops but operating for traveler info

· Caltrans – operating role for traffic ops but facilitating for traveler info

· Centralized vs. distributed architecture (ex. San Antonio TransGuide vs. Georgia Navigator)

2.5
What TMC Business Plans Can Support

· Development/deployment of TMCs

· Continuity

· As management, staff and policy makers change, a business plan provides a platform to brief, advise and address issues and potential changes 

· Public communications/public policy

· TMC business Plan provides critical path information to internal leadership, but also other agencies, the public, and potential partners about the TMC’s goals, plans and objectives 

· Program justification

· By outlining specific roles, benefits, and outcomes, the Business Plan should justify budget and resource requirements – need to align with core functions

· Alternatives evaluation, particularly roles and partners

· The TMC Business Plan provides a forum to present and outline future roles and expanded capabilities, new partnerships, etc. 

· Goals, objectives and performance measures – 

· Differences between project or technology specific goals (as would be developed for an FMS, travel information, etc.) and goals that should be established for a TMC, looking at such items as functionality, integration with other agencies, resources, etc. 

· Resource allocation – needs to differentiate from a ‘budget’ or staffing plan – resources that are needed, when they are needed, roles/functions they will address, who needs to provide the resources, and other resource planning items. 

· Continued development – TMCs, their functionality, 

· Contingency plan, what if analysis, scenario planning

Chapter 3: Overview of Business Planning for TMCs

Chapter Purpose – Introduces the key components of a TMC Business Plan, with greater detail provided in the subsequent chapters. Discusses the processes for effective business planning using a few basic scenarios to which planners can relate (or extrapolate) their situation.  Also discusses participants in the business plan (who are the stakeholders and what are their roles) and how to coordinate with legislatures and political entities. 

3.1
TMC Business Plan Core Components

(Need to align, build from or do in parallel with the Concept of Operations – show how the two efforts are related) 

· Current status and evolution to desired TMC functions/operations  (timeframe, milestones, path to development)

· Vision, goals, objectives, and performance measures

· Resource assumptions, requirements, constraints 

· Technology assumptions, requirements, constraints 

· Human capabilities 

· Communications infrastructure (interactions/connections) 

· Management/ownership and governance responsibilities, organizational relationship of stakeholders

· Institutional constraints (accommodations needed/practical considerations/fiscal/legal)

· Budget planning and funding strategies

Call-out or Sidebar: Business Plan vs. Business Model  - Definitions, key differences: A Business MODEL is to be used as a formula/prescription and design for the operation of a particular enterprise, including such things as rules for decision-making, accounting, legal authorities, organization structure (e.g., line or cross-functional), target staffing and cost ratios, financial ratios, risk management approach, and definition of core business lines.  A Business PLAN is a higher-level document that could include or set out some of the principles that the business model should follow, and would likely include assumptions or guidelines on financial/organization structures. A business model should be a part of any business plan.
3.2
Applying Business Planning Strategies from Private Enterprise 

· Introduce core purpose and sample sections of a ‘typical’ business plan – although this will be a plan example from the private sector, it will highlight how and why private enterprise approaches business planning, and the value of the plan to the organization.

· No single formula for a business plan, but essentially their purpose is to:

· Define and summarize operational and financial objectives of a business

· Outline plans and financial requirements to show how the goals and objectives are to be met

· Acknowledge there are risks and challenges – get them on the table

· Be used as a tool for obtaining strategic partnerships, attract key employees, motivate and focus management team

· Focus not just on dollars and high level goals – focus needs to be about people, institutional and market conditions, opportunities, risks and decision contingencies.

· Not all components of a ‘typical’ business plan for private enterprise will be applicable, but TMC business planning can draw upon the key strategies and focus areas from the examples.

Chapter 4: Developing the TMC Business Plan: Getting Started

Purpose: Stakeholder coordination and involvement, including an outreach plan for participation, review and development of the plan; defining the target audience for accepting/approval of the TMC Business Plan.

4.1
Who Should be Involved? 

· Defining the target audiences and key stakeholders

· Who needs to be involved developing the plan, who needs to provide input to the plan, and who needs to ultimately approve, support or champion the plan and its vision

· Some stakeholders are internal, some will be external 

4.1.1
Key Participants in the Business Planning Process 
· Customers are those affected by the TMC operations (ultimately, the traveling public.) 

· Authorities – Who does the TMC answer to? Who are the key decision makers within DOT? Who is the Local, Regional or State Leadership? Who will be the top-level champions of the TMC Business Plan, vision and strategic directions outlined in the plan? These are key stakeholders that have the leadership and authority to make TMC activities and plans a funding and regional or institutional priority.

· Stakeholder agencies (those that will be within TMC, those that the TMC needs to interface with)

· Primary Operational Stakeholders (could include state, cities, county, regional, transportation, emergency, law enforcement, public safety, transit, depending on level of coordination for operations) – they exchange data and have integral operational roles, per concept of operations

· Secondary Operational Stakeholders – these could include design or IT departments, maintenance, and others. While these stakeholders might not have a direct role in operations of the TMC, there could potentially be some considerations that would need to be reviewed or incorporated as part of the business planning process

· Additional stakeholders (media, other private sector) – these stakeholders benefit from information and outputs from the TMC to support their business practices, but in most cases do not make significant operational contributions to the TMC (also could include transit or law enforcement)

· Parties with a vested interest (MPO/regional transportation planning authority, citizens advisory groups, others)

4.1.2
Stakeholder Outreach Plan

· Importance of defining a plan for coordinated outreach and consensus building on vision, goals, objectives and business plan development

· Outline general timeline and commitments

· What is expected of stakeholders in the process

· Who are the stakeholders that should be involved

· Timeline and schedule for development, review, and finalization

4.1.3
Coordination with legislatures and political entities

· Align with stakeholder coordination effort

· Identifying key issues/programs/initiatives that make the TMC ‘meaningful’ to leadership agendas

· Bond issues, balloted tax issues for transportation, etc.

4.2 Visioning, Goals, Objectives and Performance Measures

Section Purpose: Define what a TMC Vision should encapsulate, how to develop a consensus-based vision, and the importance of developing goals and objectives to support the agreed-upon vision. Emphasis on defining specific programmatic goals, role of the TMC, its core purpose and functions, and future needs and relationship to other visions or program goals 

· Essential to establish a clear vision and directive for the TMC Business Plan – what is the core purpose of developing the Business Plan, what are the primary goals and objectives of the TMC, and how will they be measured? Cite examples (if available) from other TMC Business Plans – alternatively, may need to use examples from ITS Program Plans, Deployment Plans, or Concepts of Operations. 

· Importance of differentiating between overall ITS program vision, goals, etc., and keeping the focus on the specific goals for the TMC. 

· Indicate how the TMC relates to the region and other TMCs in the region.

· Suggested Call-Out in Margin - introduce examples of Vision and Mission statements from other types of business plans (private enterprise). 

4.2.1
Defining the Vision – What We Expect and Why

· What a vision statement is and how it is articulated

· General definition – a ‘vision statement’ describes a desired state of reality made possible by accomplishing the mission and goals in a way that is consistent with the core values of key stakeholders

· Various types of vision statements, depending on the focus

· What vision statements do for the TMC Business Plan

· Provide an overarching context for the overall mission and strategy 

· Provides long-term direction, purpose and articulates the desired ‘impact’ the TMC will have on the region, state, ITS program, etc.

· The process of developing a vision creates synergy, promotes awareness among key stakeholders

· Examples of TMC Vision Statements (need to identify from research/interviews)

· Example: National ITS Program Plan: A 10-Year Vision (January 2002), from ITS America and USDOT. 

· Example: National Architecture Vision Statement (April 2002). This is a 32 page ‘vision statement’, and the aim is to look ahead to 2022 to document the progress that has been made in deploying and integrating ITS nationwide.

· Example: Nebraska ITS/CVO Business Plan Vision Statement. Articulates a vision and mission, but still is quite broad in that it pertains to desired benefits of ITS to the state’s transportation system.

· Example: California Transportation Plan 2025. Articulated in a ‘future scenario’ of the state’s transportation system

· Example: 511 Deployment Coalition Vision Statement.  Concise and specific to phone-based travel information. In the format of ‘for whom’, ‘what’, ‘where’, ‘how’ and ‘benefits’

· Example: GDOT vision statement from its business plan

4.2.2
Vision, Goals and Objectives Development Process - General Principles, Approach and Methods

· Utilize structured stakeholder outreach to determine issues. As discussed in Section 3, an outreach plan should be developed to identify key stakeholders and outline their role in the business planning process. For the vision development, it will be important for stakeholders to talk through TMC scenarios and desired ‘future state’ for the TMC in order to develop a consensus-based vision to guide the plan’s development. 

· Identify larger agency or regional goals that affect TMC. The vision should be one that is geared toward building on established plans and programs, or at least be consistent with the direction of the ITS architecture, deployment plan, transportation improvement plan, etc.   

· Draft TMC-specific goals and seek management and policy maker buy-in. Goals should be developed based on assumptions of what stakeholders see as the role of the TMC. More than just an outline of key functions, the goals need to articulate specific and measurable objectives that participating stakeholders agree to work together to achieve.  

· Define products to be delivered – what the TMC will do and what products and services will be delivered to stakeholders.

4.3
Defining the Value Proposition (What’s the Payoff?)

Section Purpose: To define a TMC value proposition, its purpose in business planning, and to outline principles and methods for developing an effective value proposition. Also discusses importance of evaluating the performance or outcomes against the desired payoff by establishing and utilizing performance measures (need to align with Performance Measure documents). Reference: Performance Monitoring, Evaluation and Reporting Handbook, NCHRP Performance Measurement Documents. 

4.3.1 
Definitions – What’s the Payoff?

· What is a value proposition and what does it do?

· It is a thorough and objective statement of the various benefits (or value) expected to accrue to TMC stakeholders

· It defines value in measurable terms from the points of view of all stakeholders that are expected to invest resources, operational attention, or political support in the TMC 

· It establishes performance expectations and accountability for the TMC

· It also provides a basis for realistic and practical business planning assumptions and decisions - The objective of the value proposition is not to “sell” the TMC, but to provide a basis for a realistic plan – as well as grounds for stakeholders to rationalize appropriate support for the TMC  

· How is the value proposition articulated?

· TMC operational objectives may (for example) be to enhance safety, traffic efficiency, and emergency response services

· The expected operational effects of a TMC should be translated into expected payoff for specific stakeholders, in terms of economic benefits, organizational objectives met, commercial development benefits, level of service, productivity, and/or quality of life, etc.

· The proposition should incorporate stakeholders values, and it requires real-world data, credible analysis, and a practical measurement approach
4.3.2 
Value Proposition Development Process – General Principles, Approaches and Methods

· Stakeholders should participate directly in defining their values in terms of traffic management

· Relevant facts and statistics on the “status quo” should be clearly established and agreed to by stakeholders, as a baseline condition

· The linkage from TMC objectives to stakeholder benefits should be logical and conservatively derived (examples)

· Stakeholder needs and requirements study (example approaches)

· Research of safety statistics, traffic efficiency, and incident response patterns (examples)

· Research of regional transportation economics and productivity issues (examples)

· Projection of measurable transportation outcomes in safety, response, efficiency, etc. (case experience)

· Estimation of stakeholder benefits (logic examples, case experience)

· Display and communication of the value proposition (suggestions on form and media) 

Chapter 5: Developing the TMC Business Plan – Translating the Vision and Goals into a Focused Plan

5.1
Mapping the Vision, Goals and Objectives to Strategies

· Importance of establishing a vision for the TMC Business Plan

5.1.1
Developing Goals and Objectives for the TMC Business Plan 

· Aligning each of the goals and objectives with needs

· Objectives and needs should be approached from several perspectives: 

· Functional (what needs to happen? What will be accomplished?)

· Institutional (who/what agency needs to spearhead a particular effort? Are there policies that need to be revised or developed? What are the partnering arrangements?)

· Technical (what are the technology requirements? Limitations?)

· Fiscal (what are the funding requirements and challenges?)

· Developing the objectives and needs requires input from a variety of stakeholder perspectives – engage stakeholders to obtain buy-in on strategic directions and priorities, as well as roles and responsibilities.

5.1.2
Translating Objectives and Needs into Strategies 

· Strategies provide the basis for the overall ‘form and function’ of the TMC Business Plan. 

· Articulating the vision for the TMC in terms of needs, objectives, and strategies allows those developing the business plan to outline specific directions, actions and end results.

· Strategies translate into specific actions and outcomes so that decision makers and authorities have a succinct understanding of overall objectives. 

· Provide example strategy statements (flow diagram showing relationship of objectives, needs and strategies)

5.1.3
Narrowing the Focus

· Organizing strategies into a modular, phased approach provides a definitive direction to the TMC Business Plan.

· Assign timeframes and dependencies to the goals and strategies: what are the high priority items that need to be addressed in the TMC Business Plan? What are the dependencies? 

· How do these priorities fit with the value proposition previously defined?

· Business Planning needs to address near-term and longer-term approaches to achieving the strategic goals defined by the stakeholders. Defining the high priority items, as well as those key strategies that need to occur in the near term (3-5 years), agencies are able to identify facility, resource, staffing, partnering, budget and technical requirements that are needed. 

· Longer-term strategies feed into the TMC Migration/Evolution (discussed in 5.2)

· Provide example of the mapping process and how timeframes/priorities could be represented within a Business Plan.

5.2
Documenting the Evolution of the TMC in the Context of a Business Plan

(Note: this needs to be aligned with the TMC Migration document effort)

5.2.1
Defining How the TMC will Evolve

· Need to define how the TMC will evolve; strategic direction, what will drive evolution/expansion

· Important distinctions between new TMCs and expanding/evolving TMCs

5.2.2
TMC Business Plan for a New TMC

· This subsection documents the key sections/topics to be addressed in a focused business plan for a new TMC facility.

· Operational requirements – define initial core functions of new TMC. Initial investment likely to be focused on a few core functions - traffic management, field equipment monitoring, etc. 

· Identify established (already deployed) technologies, near-term implementation of new technologies

· Identify physical facility requirements for TMC operations

· Staffing, training and other personnel needs – also likely to be limited to initial core functions

· Visioning for future phases – should involve additional partners

· New/expanded systems, technologies and functions

· New/expanded services

· Interfaces and interconnections with other agencies

· Identify key partners based on functions

· Staffing Plan – what are the staffing and training needs?

· Timeframes for implementation – phasing and key milestones will drive staffing, facility and budget requirements

· Incorporating and documenting key milestones and decisions in the TMC Business Plan

· Near-term fiscal requirements and financial plan – document the funding strategy and key contingencies (what’s funded/programmed, what still needs to be funded, who will fund and when)

5.2.3 TMC Business Plan for the Established and Evolving TMC 

· Establishing and documenting the operational requirements

· Current operations vs. desired level of operations or operational/functional capabilities – building on or aligning with the Concept of Operations development effort

· Establishing and documenting realistic goals – this is not a system plan exercise, but rather a precise roadmap for incremental expansion of key functions, capabilities, and services

· How will the TMC evolve? What do we need to do to get there? Translate the vision, goals and value proposition into realistic, defined strategies and responsibilities 

· Outline technology assumptions and requirements, based on desired operations and functional capabilities. Differentiate between maintenance of existing system, vs. expansion/upgrading of the system

· ITS infrastructure – what needs to be procured, replaced, and by whom (responsible agency(ies)) This would include upgrades/enhancements for existing systems, maintenance requirements, as well as for new equipment

· Communications infrastructure –  what is needed to support desired operations, and how does communications impact evolution

· Physical facility requirements – is the current TMC facility sufficient for future growth demands? Outline space/facility requirements based on future functions, impacts of accommodating collocation with other agencies/partners, including security, accessibility.

· Evaluate existing functions/systems for potential sunsetting if they do not align with the goals and objectives of the TMC

· Documenting other resource requirements within the TMC Business Plan

· Staffing – staffing plan, types of staff needed

· Multi-agency staffing requirements, implications

· Resource sharing

· Other (to come from research)

· Timing and phasing

· Kick-off

· Key milestones and decisions

· What other efforts need to coordinate with TMC expansion (other projects, programming and planning [TIP/STP] schedules)

· Champions and leadership

· Who will be spearheading the evolution/expansion, and at what key steps? 

· Who are the key partners/partner agencies that will play important roles? (Note: this may need to differ from management and governance in later chapter)

· Roles and responsibilities, phasing in of new partners, capabilities or services (coordinate with the ConOps process)
· Risks and Contingencies

· Summarize challenges facing TMC expansion, such as funding, leadership, transitioning leadership, facility limitations, staffing/hiring limitations, etc.

· Identify contingencies, such as project implementations by other agencies, staffing and/or funding commitments from other agencies, bond/tax approval for funding, others 

· Future directions – multi-year action plan

· Provide examples from other plans (to come from research)

Chapter 6: Budget Planning and Funding Strategy 

Purpose: This chapter describes typical budgeting and financial planning processes and funding sources for TMCs. Discusses challenges associated with TMC budgeting and approaches to addressing these challenges within the TMC Business Plan. Provide examples of how to document funding needs, timelines, potential sources, etc. 

6.1 
Budgeting and Funding Definitions, Issues, and Challenges

· Budgeting – annual process of matching TMC needs to anticipated funding

· Single vs. joint agency budgeting for TMC – For a single agency ownership model, the TMC budget may be part of overall agency budget. A joint agency budgeting model results in more complex budgeting and funding arrangements

· Budgeting and funding challenges:

· Joint funding: determining budget sharing arrangements, meeting and maintaining commitments, working within different budget cycles and processes. 

· Lack of dedicated funding sources and recognized need at the local level for ITS and traffic operations 

· Frequently, inadequate accounting for ITS system maintenance, upgrades, and operations. Federal grants have typically funded capital development leaving operations and system maintenance to state and local agencies. Some TMCs have suffered declines in staffing and maintenance following the cessation of federal funding periods.

· Typical TMC budget items, components of a budget 

· Example: ITE Traffic Control System Operations: Installation, Management, and Maintenance – chapter 2, Sample TMC Personnel Costs, Sample TMC Physical Plant Costs

6.2 
Budget Planning Processes

6.2.1
General Principles and Goals

· Defined process for decision-making

· Clear funding responsibilities and accountability for follow through on funding commitments
· Linkage to budget-cycles/processes of all partner agencies. Some states have bi-annual budget processes (Texas) corresponding with bi-annual legislative sessions. Fiscal year varies among government agencies. Federal fiscal year – October 1 to October 1. States frequently Sept 1 to Sept 1, or July 1 to June 30. Local governments often follow calendar year. TMC budgeting processes generally correspond to that of primary owner/operator.]

· Types of budgets (zero based, performance based, etc.)

· Linkage to larger TMC goals - concept of operations, strategic plan, performance measures, etc. Some TMCs have multi-year strategic plans that determine the direction of budgeting activities over a multi-year time horizon (Examples: Houston TranStar, TRANSCOM). These are useful for obtaining political and funding support as well as for establishing internal funding priorities.
6.2.2
Approach and Methods to Budget Development

· Individual ownership - TMC elements may be part of owner/operator’s budgeting process for individually owned TMC. 

· Joint ownership - Jointly owned/operated TMCs must have some form of joint budgeting process. 

· Steps in budget development process: 

· Assessment of current and projected TMC needs for operating expenses, maintenance and upgrades, and new capital expenditures

· Means of determining funding priorities and levels based on needs and available funding mechanisms

· Means of assessing funding commitments and allocating funding responsibilities among partners

· Means of tracking expenditures and fulfillment of commitments

· Personnel Involvement - Often various levels of personnel will be involved with TMC budgeting. Steps 1 and 4 may be done by TMC management, whereas steps 2 and 3 require participation by individuals with funding authority for each involved agency. Many joint TMCs have an executive committee that establishes funding direction and approves final budget, while lower level TMC management committees work out details. (Ex. Multi-level funding processes in Houston, TRANSCOM, AZTech)

6.3
Financial Planning and Funding Sources for TMCs

6.3.1
General Principles

· Need for both capital (system development, upgrades) and operating funds – operating funds often underestimated 

· Operating costs – assessment of typical operating costs

· Capital costs – reference sources for assessing capital costs

· Linkage between funding requirements and sources -- and anticipated benefits (the value proposition Chapter 5) – examples.

· Funding continuity as important as level/amounts of funding

· Stable funding sources best (dedicated taxes better than reliance on agencies to fund TMC through general revenues). 

· Federal and other short term grants are best for capital expenditures, require advanced planning for ongoing operations (Maricopa Assocation of Governments example of including ITS operating funds in metropolitan plan as requirement for allocating federal funds for capital development of ITS). 

6.3.2
Approach and Methods

· Funding sources for TMCs – Federal, state, local, private

· Federal 

· Funding categories appropriated every six years, funding levels authorized annually

· Allocated by regional MPOs and State DOTS, administered through state and local agencies 

· Funding categories commonly used for TMC capital and operating funds: CMAQ, STP, ITS Operational Testing and Deployment (Subject to change with annual appropriations)

· State – State DOT funds – currently major funding source for many TMCs

· Local – Local DOT funds, examples of dedicated funding for transportation/ITS used for TMCs

· Private – generally partnerships for specific services (traveler information)

· Fund sharing models

· Division according to utilization (Houston TranStar splits operating costs for facilities, computer systems, and telecommunications systems among agencies co-located within the TMC according to utilization of floor space, computer space and telecommunications usage; FAST uses a ‘fair-share’ funding formula based on numbers of devices in a respective jurisdiction)

· User fees or dues – Operating costs for TRANSCOM’s TOC funded from member agency dues, which are based on direct benefit and ability to pay (TRANSCOM is a 501c3 (non-profit) corporation dedicated to coordinating traffic information among members)

· Division of responsibilities

· For capital development/maintenance – Houston TranStar example

· Program basis – agencies support different elements of TMC programs

· In-kind contributions – staff, facilities/equipment, services

· Public-private partnerships – particularly used for traveler information (AZTech partnerships, SmartRoute Systems, 

· Salt Lake City, etc.)

· Increasing partnerships with public safety and emergency management agencies – networking of facilities, co-location, etc.

· Fund sharing agreements – what to include, level of specificity needed

· Accountability and control

Chapter 7: Ownership, Management and Governance

Chapter Purpose: Present strategies for outlining a clear, concise approach to TMC Ownership, Management and Governance, and how other these facets are being handled by other TMCs. Outline key considerations that need to be factored in to determining a management and governance strategy.

7.1
General Management Structure Characteristics

· Highlight typical organizational structures based on types of TMCs and their general functions. Include benefits and challenges (as available). 

· Varying governance and management approaches based on ownership structure

· Use examples from research to showcase innovative organizational structures for TMCs, or how specific TMCs have addressed unique issues (collocating more than 1 agency, contracted operations, etc.)

· Examples to include:

· Single Agency

· Multi-agency joint program (FAST, ADOT)

· Multi-agency specialized participation (example: Houston TranStar)

· Chartered public/private partnership (TRANSCOM)

· Contracted operations (Cincinnati)

7.2 
Considerations for Developing a Plan for Ownership, Management and Governance

· Ownership typically falls to primary operating agency, management and governance could vary based on how TMC functions and how TMC is organized

· TMC Business Plan should present the following:

· Staffing Levels and Functions (in house, contracted, agencies represented)

· Facilities (primary TMC facility, other facilities with which it must interface)

· Technology Investments (who owns the infrastructure? Field, systems, facilities) 

· Equipment sharing (is another agency/entity responsible for operating/maintaining?)

· Program Management (is there an overall program management plan that can be sourced or referred to?)

· Decision making and governance

· Determine who is involved (agencies or specific representatives) and basis for involvement (are they an operational partner, collocated in TMC)

· Decision making bodies or committee structures – need to determine if subcommittees should be formed to address specific operational, technical, policy or staffing issues

· By-laws, governing principles – beneficial for all types of TMCs. Having a ‘rules of the road’ will provide stakeholders and authorities a clear picture of how decisions will be made. Will there be a forum for voting on key decisions or the responsibility of one entity? 

· Potential dependencies/constraints

· Lessons learned from FAST Agreement

Chapter 8: Using and Managing the TMC Business Plan

Chapter Purpose: Provide guidance for agencies in how to make the TMC Business Plan an important tool for continued TMC operations and expansion; when to revisit the TMC Business Plan; and the importance of developing a strategy and timeframe for reviewing and updating 

9.1
Implementing the TMC Business Plan

· Setting Business Plan milestones based on strategies and goals

· Communicating to internal and external stakeholders about the Plan and its purpose

· Reference case studies to highlight examples from current plans/processes

9.1.1
Business Plans as a Management Resource

· To be used as a reference and supplement to operations plans

· Not intended to be used instead of Concept of Operations or specific operating, emergency management plans – maps out clear direction of where TMC is heading in relation to its key functions

· Tool for annual budget processes 

· Outlines significant near-term and future requirements

· Outlines technology assumptions and needs

· Outlines staffing requirements

· Outlines additional capital/cost requirements to provide current or needed functions

· Justification for expansion, additional funds, needed services

· Resources required to implement and manage the TMC Business Plan

· Who will be responsible for reviewing progress against goals? Who/what agency is accountable?

· Relationship to other plans and processes

· How the TMC is impacted or aligned with Concepts of Operations, Architecture, TIP/STIP, Emergency Management Plans and others. 

· Tool for public awareness/support

· Need to determine a plan for how Business Plan will be conveyed to the public – public most likely interested in outcomes, functions, agency roles and fiscal issues

9.1.2
Measuring Progress

· Plan should clearly state who/which entities are responsible for measuring and reporting on performance

· Evaluation plan to assess and measure performance against established objectives

· When evaluations will be conducted

· Who will conduct specific evaluations

· Map performance measures to specific goals

· Reporting on results, progress, additional needs, constraints

· Identify appropriate forum for reporting (annual report, subcommittee, other meetings, to which entities, such as internal or external)

· How evaluations and results should be documented and distributed to management, leadership and other in a state or region (as needed)

· Establish timeframes for reporting – detail and frequency will vary

· Weekly, monthly or quarterly reports are typically operations focused and intended for internal audiences

· Most facets of the TMC Business Plan will likely require longer periods of time to allow for deployment, integration and operations prior to measuring progress or impacts of strategy

· Annual reports are better suited for management and can document key impacts and performance

· Risk of overlapping with Operations monitoring activities or Concept of Operations performance monitoring – need to coordinate with these efforts but keep focused on Business Plan impacts, achievements, and milestones

9.2 
Updating the Plan

9.2.1 
General Principles

· Establish guidelines for updating/modifying the Plan

· What drives the need to update the TMC Business Plan? Develop regionally-significant ‘triggers’ – could be to coincide with local programming processes, architecture updates, a result of major system deployments

· What parts of the TMC Business Plan are likely to require more frequent reviews/updates?

· Who will be involved in reviewing/updating the TMC Business Plan?

· Develop plan for bringing new partners into the Business Planning Process

9.2.2 
Approaches and Methods for Updating the Business Plan

· Approach likely to vary for different types of TMCs, based on size, functions

· Assess major operational expansions or new focus areas that require a shift or update of the TMC Business Plan

· Expanded services or functions (new capabilities, expanded operational hours)

· Broadening areas of responsibility or involvement (i.e., emergency services, travel information)

· New partners collocating in TMC

· Interfaces and/or operational roles with other partners

· Timeframe for updating

· Such as five years, as conditions warrant

· More frequent reviews and determine if updates warrant

· Assess additional needs, resources required

Appendix:

Case Studies (specific case studies to be determined)
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