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DRAFT

Chapter 5: Developing the TMC Business Concept
Chapter Purpose and Objectives:

A sound Business Concept provides the foundation for the overall TMC Business Plan. This chapter takes a more in-depth look at the Business Concept – what it is, why it’s important to the overall TMC business plan, and how to go about developing a vision, TMC strategic objectives, identify desired end states, and articulate these in a TMC Business Concept. The importance of stakeholder coordination and input to the vision, objectives and overall Business Concept also is discussed, and guidance is provided on which stakeholders are integral parts of the process.

Key Messages/Themes: 

· What comprises a Business Concept and why it is important to the overall Business Plan.

· How to develop a Business Concept, including what needs to be articulated, how to articulate it, and how the Business Concept guides development of the rest of the Business Plan, including the Value Proposition and Strategy Sets.

· Importance of stakeholder involvement and a coordinated stakeholder involvement plan to develop the Business Concept, Value Proposition and ultimately champion the Business Plan to the right decision makers. 

· Developing target audience objectives – plan should be structured around how to best sell Business Concept and Value Proposition.

Key Topics and Issues to be Covered: 

The importance of the Business Concept in laying the foundation for the overall TMC Business Plan; the importance of stakeholder participation and input in developing the Business Concept, developing strategic objectives that are consistent with goals of other ITS plans and processes as well as align with broader agency objectives and missions.

How This Chapter Relates to Other Chapters: 

The Business Concept provides the foundation and results in the guiding principles that drive the development of the Business Plan. Successfully completing the remaining components of the TMC Business Plan relies on developing a sound, consensus-based Business Concept.

Remaining Sections:
5.1 The TMC Business Concept

5.2 Stakeholder Input and Involvement 

5.3 Vision and Strategic Objectives for the TMC 

5.4
Defining the Business Concept
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Figure 5-1: Business Plan Steps and Processes

5.1
What is a Business Concept?

The foundation for a Business Plan of any type, be it product oriented, service oriented, profit or not for profit, is a sound Business Concept. There are many potential interpretations of a Business Concept – some refer to an entire business plan or strategic plan as a business concept, while others are as succinct as a mission statement. 

The Business Concept essentially lays out the core purpose, objectives, products or services, and overall guiding principles for a particular venture. In the private arena, the Business Concept serves as the ‘hook’ for potential investors, lenders, partners and even customers – by telling them what are we providing (product or service), how will we provide it, to whom we will provide it (our market segment and customers), why this approach or product is better than the competition’s (what niche is filled), and what the venture (and its customers) expect to get out of it. It presents a clear, concise picture of what is to be accomplished, and to a degree, the anticipated outcomes or expectations. 

The Business Concept for a TMC needs to essentially answer the same questions, but with a slightly different focus. 

· What are we providing (role, key services, functions)

· How will we provide it

· To whom we will provide it (parent agency, partner agencies, and in a broader context the traveling public)

· Why it is needed

· What should we expect?

In the context of a TMC, a Business Concept is not intended to attract investors, lenders or partners in the same way a private sector Business Concept would, but rather the TMC Business Concept needs to answer the following:

What are we asking managers, policy and decision makers to buy into?

In Chapter 3, the Business Concept was defined as needing to serve as a description or a ‘snapshot’ of what the TMC does, what it is envisioned to do, the role that it plays within an agency, and the desired roles and functions that the TMC needs to serve, both within its parent agency and in the context of a regional or statewide system. It needs to succinctly and clearly lay out an overall picture of how the TMC currently functions, and more importantly, the desired end-state of how the TMC needs to function and operate so that it justifies the investment that agencies are making. 


	What does a TMC do?

The combination of TMC strategies increases safety and reduces incidents, delay, environmental degradation, and cost to tax payers. Costs are incurred from: incidents involving property damage or injury, repairs needed from vehicle wear-and-tear, inefficient use of gas, and nonproductive time lost to congestion. The TMC mitigates these issues through the following methods:

· Expedites the removal of major incidents to prevent secondary incidents and reduce delay.

· Expedites the removal of any minor vehicular problems on the highway.

· Provides weather warning systems (i.e., fog or dust detection) in vital areas.

· Controls traffic demands on the system.

· Informs the public of transportation information.

	Example 2
In the subsequent TMS Transportation Management Centers: Development Considerations and Constraints (December 2002) (Caltrans), outlines the roles and functions of TMCs and how they support statewide emergency operations, and their importance to Caltrans’ overall ability to implement transportation system management strategies.   With 12 Districts throughout the state, each with a district-level TMC, the overarching principles were stated fairly high level – in other words, common parameters were identified that could be applied and considered for each TMC, while allowing enough flexibility to accommodate TMCs of varying size, function or in areas of geographic complexity. 

Transportation Management Centers (TMCs) are used for the efficient and effective management of traffic, and are an integral part of the Department of Transportation’s (the Department) approach to congestion management and reduction.  TMCs are, fundamentally, buildings that house staff and systems necessary to accomplish day-to-day functions such as incident management, ramp metering, arterial signalization, and emergency support.  They are a focal point for control and support of field elements, and monitoring and support of the transportation infrastructure.  They are communications hubs between the Department’s Operations and Maintenance Divisions, the California Highway Patrol (CHP), Freeway Service Patrol, public and private partners, and information service providers and other media.  The Department is legislatively required to support the Statewide Emergency Management System (SEMS), and that support is provided through the TMC.  They are centrally important to the Department’s ability to implement system management.

Following the description of the essential role that the TMCs support, Caltrans further outlined the key principles that the Department would commit to with regard to TMC operations, establishing new TMCs or expanding existing TMCs:

· Every district will have a TMC.  The functional complexity, hours of operations, staffing, physical building size, and location will vary, as appropriate, based on demonstrated need.

· A system engineering process will be used to justify the need to develop a new TMC or update an existing one.

· All TMC development will come after approval of a Feasibility Study Report.

· Only real-time operations will be planned into a stand-alone building (see Table 1).
· Planning, research, and maintenance functions will not be designed into the TMC and will not be conducted there except as related to real-time operations or as required for emergency support.

· All TMCs must accommodate a CHP presence, regardless of whether the building is an essential services act building.  The scope of that presence will vary depending on the need.  Generally, CHP presence should fall along the following lines:

· at TMCs in rural areas, during major emergencies, heavy snow season

· at TMCs in urban areas during peak periods

· stand-alone TMCs must have 24-7 communication center

· Formalizing the feasibility assessment process, and employing definitive standards against which projects can be judged, such as the functions defined in Table 1.  This will include defining factors that influence TMC needs (such as VMT, population density, vehicle mixes, accident rates, etc.).

· As appropriate, TMCs will link to local and regional jurisdictions.

· TMC Support Centers are located either in District Offices or satellite locations and will be used for planning and research.

· Specific criteria will be defined and applied to determine the need for a stand-alone TMC.  Considerations might include vehicle miles traveled, local funding support, CHP support, and the need for updated communication center.

· Continuance of the regional operations model that was implemented in the 1997 TMC Master Plan.

· Improve operations and standardize systems and operations statewide around the improvements.


The following subsections provide guidance in how to get to the Business Concept, and strategies that agencies can use to develop a comprehensive and realistic business case for their TMCs.

5.2
Stakeholder Input to the Business Concept and Overall Business Plan

Involving and engaging the right stakeholders is critical to developing a comprehensive, sound, and realistic TMC Business Concept. Stakeholders will be internal or external, operations focused as well as policy or management level; and their involvement in the process could vary based on their expertise, involvement, and relationship to TMC activities. 

There are several levels of stakeholder involvement to consider when developing a TMC Business Concept – and for the overall TMC Business Plan. Considering that the Business Concept needs to lay out a vision and strategic objectives, it is feasible that several perspectives could be involved in the process. For example, a single agency Traffic Management Center that is responsible for monitoring and controlling its own devices might rely solely on input from groups or divisions with a front-line, vested interested in the traffic operations and management activities. In this case, stakeholder involvement to develop the Business Concept could consist of the city’s traffic engineer and his or her support staff that will be operating the city’s system, maintenance supervisors and technicians, facilities management representatives that oversee space and equipment requests, etc.  Depending on the size or complexity of the city’s system, the stakeholder involvement process could extend to emergency management, law enforcement, information technology, public information officer, or others. 

In addition to the stakeholders that will need to be involved in the actual business planning process, there are key target audiences that the plan will need to either be approved by, or those that are of an authority level to champion the concepts and needs outlined in the TMC Business Plan. In addition to serving as a valuable tool for future planning, the TMC Business Plan needs to ‘speak to’ the key target audiences in order to serve one of its core purposes.

5.2.1
Key Participants in the Business Planning Process 

It is important to recognize that there will be different segments of stakeholders to involve at different stages of the Business Planning process – those who need to provide input to the Plan, those who need to champion and manage the plan, and those who need to buy in to the plan. Because the Business Concept is the summary that needs to articulate the key functions and goals of the TMC, the potential roles and services, as well as expected outcomes, it is important that all three of these stakeholder groups factor in to the Business Concept development process, either as an active participant or as a target audience. Although it might not be feasible or realistic to think that agency managers or elected officials will be actively participating in the TMC Business Plan development process, these could be the key target audience that the plan needs to appeal to, and therefore, the TMC Business Plan must be structured and articulated in a manner that invokes support the plan.

This section outlines potential participants and roles in the business planning process, as well as examples of stakeholder involvement from two business plans.

Table 5-1 – Stakeholders and Role in the TMC Plan Development

	Entity
	Role in TMC Business Plan Development

	TMC Business Plan Facilitator
	· Coordinate inputs from various stakeholders

· Lays out timeline, information needed, and from whom

· Coordinate/respond to internal schedule for production of the plan

· Coordinates Business Plan with other internal planning and programming processes

	Authorities


	· Has managerial or administrative oversight responsibility for TMC

· Key decision makers within the Agency that lay out departmental missions and goals that individual operating units or divisions support

· Sets strategic direction for overall operations

· Local, regional and state leadership that champions or approves TMC vision, strategies, funding needs

	Stakeholder Agencies

Primary Operational Stakeholders

(i.e., state, cities, county transportation; emergency; law enforcement; public safety, others)

Secondary Operational Stakeholders

(e.g., IT, maintenance, finance, others)

Additional Stakeholders

(e.g., external agencies, private entities such as media, traffic reporting companies, other partner agencies)


	· These entities have integral operational roles within the TMC and/or exchange data as a means of supporting their primary operational goals. 

· Provide input as to the functions and needs of the TMC, including technical and resource requirements

· Not a direct role in operations, but might have input to considerations that would need to be incorporated into the Business Plan.

· 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. Involving these stakeholders in the Business Plan process depends largely on their existing or anticipated level of interaction with the TMC.

These stakeholders do not have a specific role in TMC operations, but are partners in regional coordination or planning that could provide input to the TMC functions, vision, or end states (such as MPO)


The Business Plan is intended to build upon the discussions of functionality, service, missions, long-range goals, and other directives laid out as part of an ITS Strategic Plan, Deployment Plan, or Concept of Operations. A Business Plan is not intended to duplicate those efforts. A regional ITS Architecture, Strategic Plan or Concept of Operations could conceivably involve many different entities; the focus of those efforts is on operations and integration that involve multiple agencies, public and private. For example, in an ITS architecture, input from local, regional, and state transportation, public transit, private information service providers, commercial vehicle operators, and others provides for a more comprehensive, robust ‘vision’ for how the region’s transportation system will operate and integrate over an extended period of time. 

It is important for those preparing the TMC Business Plan to select the appropriate stakeholders for input. By answering the following key questions, a ‘shortlist’ of applicable stakeholders or stakeholder types can be derived:

· Who will need to approve or champion the strategies and directives of the Business Plan?

· Who is responsible for preparing the annual TMC budget? 

· Who are the primary users of/partners in the TMC facilities?

· Who are the entities that we interface with on a regular basis?

· Are there any regional entities or committees that can serve as champions?

· What major projects or initiatives could have an impact on TMC operations, and who is leading those efforts?

	Example 1: Colorado DOT ITS Strategic Business Plan (March 2001, page 3)

CDOT kept involvement to internal staff only for developing the ITS Strategic Business Plan, but acknowledged that there will be other partners and customers that will be involved in implementing various actions identified in the business plan and as a result projects and other planning activities.

Planning Process and Partner Involvement

The ITS Strategic Business Plan is intended primarily for use by CDOT internally to set strategic direction and as a tool for annual business planning. The plan belongs to all of CDOT. 

Statewide ITS Steering Committee. Policy direction and plan strategies have been developed by a cross-functional statewide steering committee representing headquarters and Region staff. The ITS program office has provided staff support and is responsible for developing and maintaining the plan.

Region Involvement. Representatives from the ITS Steering Committee have met with senior management and the key functional disciplines in each of the CDOT regions to identify their; issues, implementation priorities, and perspective on how to make the ITS Strategic Business Plan most valuable. These meetings have been used to set plan priorities. They also indicate considerable statewide consensus on CDOT’s ITS strategic direction.

CDOT’s Business Partners. This plan is intended to be a business plan for CDOT. It is anticipated that CDOT’s partners and customers will have broad involvement regarding ITS policies and planning decisions through other mechanisms. This will occur as part of their involvement in action implementation and in CDOT’s overall statewide, regional, and other planning and project prioritization activities. 

	Example 2 – Nebraska ITS/CVO Business Plan

Nebraska’s ITS/CVO Business Plan for Mainstreaming and improving Motor Carrier Customer Service in Nebraska is a cooperative effort between, Nebraska Department of Motor Vehicles, Nebraska State Patrol Carrier Enforcement Division, Nebraska Department of Roads, Nebraska Public Service Commission, and the Nebraska Motor Carrier Association. This working group will continue to meet and use this publication as a working document modifications, additions, deletions, and improvements to its content can and will occur.


5.3
Vision and Strategic Objectives for the TMC 

While there are numerous vision and mission statements at transportation agencies across the country, there are few that focus primarily on the TMC’s core vision, mission, purpose and objectives. State, regional or local departments of transportation, transit agencies, public safety, and others often have strategic mission/vision statements that serve as guiding principles for the Department’s activities or goals. Divisions or operating units within those Departments may also have visions and missions that not only provide focused direction as to the division’s or operating unit’s core function, but also to support the broader agency vision, mission and goals. 

In order to distinguish the unique role the TMC serves in a Department of Transportation, Region or other organized entity, it is important to place the TMC Vision and Mission’s emphasis on defining specific programmatic objectives, role of the TMC, its core purpose and functions, and relationship to other visions or program goals.  Input to the vision, current and future functions, and overall role of the TMC can be provided by the regional ITS architecture development process, concept of operations, etc. 

This section defines what a TMC Vision should encapsulate, how to develop a consensus-based vision, the importance of developing goals and objectives to support the agreed-upon vision, and how the TMC vision helps to support the overall Business Concept.

	Example 1: 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 2: 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.

Mission: We provide and maintain, in cooperation with public and private organizations, a safe, efficient, affordable and coordinated statewide transportation system for the movement of people and goods.

Vision: Nebraska’s citizens, businesses and visitors will benefit from the application of ITS to the state’s transportation system. ITS will become fully integrated into Nebraska’s transportation strategies for the enhancement of safety, mobility, communication and economic vitality for the protection of the natural environment, and for the deployment of sustainable resources.

	Example 3: California Transportation Plan 2025. Articulated in a ‘future scenario’ of the state’s transportation system

California has a safe, sustainable transportation system that is environmentally sound, socially equitable, economically viable, and developed through collaboration; it provides for the mobility and accessibility of people, goods, services, and information through an integrated, multimodal network.

	Example 4: 511 Deployment Coalition Vision Statement.  Concise and specific to phone-based travel information. In the format of ‘for whom’, ‘what’, ‘where’, ‘how’ and ‘benefits’

511 will be a customer driven multi-modal traveler information service, available across the United States, accessed via telephones and other personal communications devices, realized through locally deployed interoperable systems, enabling a safer, more reliable and efficient transportation system.

	Example 5: ITS Strategic Plan Vision, Colorado DOT

It is to position CDOT so that ITS investment decisions can be made based upon their contribution to CDOT’s overall performance objectives. The vision is for a future in which ITS devices and systems are deployed and integrated to provide cost-effective solutions that help meet CDOT’s performance objectives. To accomplish this vision requires deploying what the plan refers to as the ITS enabling infrastructure as a strategic priority and institutionalizing ITS across CDOT’s business area.

	Example 6: GDOT vision statement from its business plan (requested)


5.3.1
Building on Agency or Regional Goals to Develop a Succinct Vision for 
the TMC

For the TMC Business Concept and overall Business Plan, a Vision should be established that outlines the primary goals and objectives of the TMC, what is the current state/functionality vs. desired functionality and role (both within the agency as well as within the region). When developing such a focused vision or mission, it is important to differentiate between overall ITS program vision, goals, etc., and keeping the focus on the specific goals, strategic objectives and unique role that the TMC serves. 

There are several sources that could factor in to a TMC Vision statement:

· Agency Vision, Mission, Goals and Objectives

· Project or Program Vision, Goals or Objectives

· Regional or Statewide Plan Vision Goals or Objectives

· Additional stakeholder input

The vision examples shown in section 5 above are aimed at illustrating broader agency objectives. Although it is important to consider these broader objectives, a TMC Vision should show how the TMC operations or end states supports those objectives, not just reiterate them.  The agency or department level visions and missions are often supported with goals, critical program areas, or values. These supporting statements often provide a narrower field to which a TMC can relate – they provide the overarching agency goals that are typically driving the core functions of the TMC.

5.3.2
Relationship of the TMC Vision to Agency Vision

In Caltrans’ TMC Master Plan (Revised 1997), vision and mission statements for the TMCs as an entity were articulated. Caltrans Regional TMCs combined Caltrans and California Highway Patrol functions; both of these agencies visions and missions were noted in the Master Plan, which served to guide statewide implementation of TMCs. 

	Caltrans Mission

In partnership with others, Caltrans:

· Provides the people of California with a safe, efficient, and effective intermodal transportation system:

a. Plans, develops, maintains, and manages the interregional transportation systems.

b. Assists and guides delivery of local and regional transportation services.

· Provides leadership for California’s transportation future by conducting research and development, and by formulating plans, programs, guidelines, and standards.

· Is a good steward of it resources.
	CHP Mission

The mission of the CHP is to ensure safety and provide service to the public as they utilize the highway transportation system and to assist local government during emergencies when requested.

	TMC Mission

The Purpose of the TMCs is to aggressively manage the transportation system to reduce congestion and provide the safe and efficient movement of people, goods, services and information in order to promote economic vitality and enhance the quality of life for the people of California.

TMC Vision
The TMCs will help accommodate California’s growing mobility needs, while reducing congestion, improving air quality and conserving energy. They will enhance the movement of goods, giving California businesses a competitive edge by adding value to their products and services. They will utilize the latest in ITS, incorporate multimodal transportation and be a leader for the Transportation Management Systems.


In the California example, the mission clearly outlines the TMCs role and core purposes. The vision outlines strategic objectives and what the expected outcomes are envisioned to be. 

5.3.3
Functions

It is the role and key functions that define what a TMC does and its overall ‘place’ in a transportation management system, region, state or other geographic distinction. As described by the various TMC business models in Chapter 4, a TMC can serve several functions, typically within the parameters of traffic management, incident management and traveler information. 

Stakeholder visioning sessions or discussions about a TMC – how it’s currently working, what kinds of roles they envision the TMC fulfilling, relationships of the TMC to other systems or agencies – is really about the functions of the TMC. The day-to-day functions, event-specific functions, and desired future capabilities of the TMC are really the backbone of the strategic objectives as well as the desired end states. 

Functions define nearly every facet of the TMC, from hardware and software needs, staffing and organization, partnerships, facility requirements, operations, and of course funding needs. A TMC that primarily serves as the operations center for a municipal traffic signal system, that operates during typical weekday business hours with no interfaces to another agency’s system will have far fewer functional considerations than a multi-agency TMC operating 24/7. 

A detailed discussion on TMC functions, functional requirements, or functional relationships is not likely warranted as part of the Business Plan development. Functions and needed functions are typically discussed and agreed to as part of other processes, such as an ITS architecture or Concept of Operations. Although these latter two processes focus on elements of a TMS beyond just the TMC, the role of the TMC is typically fairly well defined through the development of the architecture (and illustrated using market packages and interface diagrams), and can be derived from a Concept of Operations. Detailed functions or functional requirements are not needed to support the Business Concept; however, high-level, core functions and roles can be derived from other planning processes to support the Business Concept and subsequent Value Proposition, strategy sets and other elements of the Business Plan.

	Example: Wichita Falls TMC Concept of Operations (draft)
The Wichita Falls TxDOT District is in the process of implementing a TMC and its first phase of ITS infrastructure. The Wichita Falls District is primarily rural, although the initial ITS implementation is being focused on the Wichita Falls metro area. The TMC is being implemented consistent with other TxDOT TMCs.

The Wichita Falls TMC shares the common vision of ITS as it is being deployed throughout Texas and the nation. This vision focuses on improving safety, reducing congestion, improving traveler mobility, enhancing economic productivity, and promoting energy efficiency and environmental quality.

The Wichita Falls TMC will act as the control center for traffic operations within the TxDOT WFS district. The TMC will gather traffic data, weather data, and other data to support decisions in day to day traffic operations. Information will be disseminated to the traveling public through signage, the internet, and other media in order to meet the ITS vision.

The Wichita Falls TMC will implement the ITS vision by providing the following services to WFS area travelers.

· Pre-Trip Travel Information.

· Traffic Control.

· Incident Management.

· Emergency Notification.

· Environmental/Weather Condition Notification.

The primary stakeholders in the WFS TMC are TxDOT WFS District, the Wichita Falls Police Department, and the City of Wichita Falls.


5.4
Defining the Business Concept

A Business Concept lays out a clear picture of what the Business Plan needs to support – in other words, what the TMC does, what the TMC could do, how it will be done, and why it’s needed. A private sector venture would use the Business Concept as a means of attracting investors or partners. For a TMC, the Business Concept lays out specific goals and objectives, desired end states, and key roles/functions of the TMC so that managers, policy and decision makers will have a quick, concise understanding of what it is they are buying into. 

The Business Concept provides the framework and context for the entire TMC Business Plan. It is from the Business Concept that the Value Proposition is defined, Strategy Sets and specific actions are identified, and the resources to operate, fund and execute the Business Plan are derived. 

Articulating the TMC Business Concept can take a number of forms – depending on the size and complexity of the TMC, previous ITS strategic planning or operations planning efforts, current institutional environment, and a host of other factors. Because the Business Concept serves several purposes within the Business Plan – as an impetus for more detailed discussions about institutional or funding needs, or as an ‘executive level’ synopsis of what/where/how the TMC needs to function – a recommended outline for a Business Concept would address the following:

5.4.1
Introduction and Overview

It will be important for the readers of the Business Plan to have some sort of context for how the TMC fits within or has evolved as part of the broader TMS. An introduction to the Business Concept, including:

· Why the Business Plan is being prepared

· History and background of the TMC

· Need for proactive business planning for the TMC

· Regionally significant issues that are to be addressed in the Business Concept

· Key Partners 

5.4.2
Goals and Objectives

Building on the visioning and discussion of key high priority functions, goals and objectives for the TMC should be defined as part of the Business Concept. Again, if there are already established goals for the TMC that have been defined as part of other processes or documents, the Business Concept can reiterate those. In its TMC Master Plan, Caltrans provides an example of three priority goals for its TMCs and supporting objectives. From these goals and objectives, which address standardization, regionalized approach and partnerships, it is clear that the Master Plan contains strategies, timeframes and responsibilities aimed at addressing those three priority goals.

	Goal 1:

Standardize systems, operations, and facilities to ensure cost-effectiveness, uniform functionality statewide, and to achieve economies of scale.

Objectives:

· To specify a standard system design for all aspects of the TMS.

· To deploy a standardized computer system for all TMCs.

· To deploy a standardized communications systems for all TMCs.

· To specify standard TMC operational procedures statewide.

Goal 2:

Establish a regionalized structure that will provide an integrated, statewide framework for transportation management.

Objectives:

· To establish three regions:  Coastal, Valley, and Southern with a Regional TMC at the core of each region.

· To define roles of Regional and Urban TMCs.

· To define roles of Satellite Operations Centers (SOCs) and Mobile Operations Centers (MOCs).

· To establish communication links to all TMCs to ensure remote operations during an emergency.

· To establish authority and resource requirements necessary to manage transportation-related activities.

Goal 3:

Enhance public and private partnerships that promote multimodal transportation activities and services.

Objectives:

· To be proactive in developing new partnerships with other transportation stakeholders.

· To develop a variety of databases that are easily accessible, secure, and provide uninterrupted service.

· To create and maintain a reliable real-time traveler information system.


Goals and objectives within the Business Concept provide a foundation for the next major section of the Business Plan, which is the Value Proposition and measurable benefits.

This section also is the ideal location within the Business Concept to demonstrate the relationship between the TMC and recommendations contained in the Business Plan to broader agency goals and objectives. How does the TMC support or strengthen the agency’s ‘bigger picture’ strategic objectives, mission, or core values? Articulating how the TMC’s role or functions help to support the agency (or region’s) strategic objectives or overall mission will strengthen the Business Plan’s purpose.

5.4.3
End States

Visioning discussions among stakeholders as part of the Business Planning process will likely result in several ‘what if it could do…’ statements. Future ‘what if’ discussions are often critical to many consensus-based processes to help define a desired outcome or specific direction. All to often, vision statements remain just lofty, broad philosophical statements that contain all the right ‘words’, but lack real-world applicability. 

For the TMC Business Concepts, it’s important to take the visioning a step beyond philosophical and state desired outcomes, functions and functionality in terms of ‘end states’. What end states do for the Business Concept is articulate how the TMC will function, how it will support regional or agency needs, how it benefits the public, etc., and they do so in an affirmative tone rather than a needs statement. The end state signifies how the TMC will operate once the goals and objectives are achieved, the needed funding is available, the TMC is adequately staffed, partnerships are in place and other key needs are met.

	Example 1 – End States in the MAG Region

In the MAG Regional Concept of Transportation Operations, several ‘end states’ went into shaping the overall vision for the Region’s transportation system. Rather than articulate these in terms of “need to have funding” or “need to share information among agencies,” stakeholders opted for more affirmative ‘end states’, such as Identifying and securing funding sources, or A high degree of information sharing, integration and coordination.
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5.4.4
Partnerships

Regardless of the business model that the TMC is following (or desires to achieve), there will be some level of partnering to achieve desired outcomes or end states. These partnerships may be internal or external, public or private. There will likely be several levels of partnerships – partners that are needed to operate or interface with systems, or partners that will need to champion or approve funding for desired operations. Needed partnerships, their role in current or future TMC operations, and other aspects will likely be defined as facilitators move through the Business Planning process. Some partners will be obvious at the early stages of the business plan development; the need for others might arise through discussions on Value Proposition, Organization and Management, and other components of the plan.

The Business Concept should succinctly and clearly outline anticipated partners that will support the goals and objectives, end states and overall TMC Business Plan.

	Example 1 – Caltrans TMC Master Plan
The Caltrans TMC Master Plan recommends several public and private partnerships that are critical to efficiently and effectively meeting the needs of the transportation system.  Although the primary stakeholders in Caltrans’ TMC program are Caltrans and CHP.  Other stakeholders are included in the Master Plan along with their potential roles and responsibilities.  These partners include:

· Metropolitan Planning Organizations

· Local Agency TMCs

· Local Emergency Responders

· Local Mass Transit/Public Transportation

· Academia (Research and Evaluation)

· Media

· Federal Highway Administration

· Private Entities


5.4.5
Risks 
Articulating risks and dependencies as part of the Business Concept helps to provide a balanced view of the TMC Business Plan. A private investor would raise a few questions prior to buying in to a proposed business concept, and public agency TMCs should not be treated differently.

There are a range of factors or challenges that could impact how or if the concepts in the TMC Business Plan get implemented, and stating these up-front will provide potential partners, managers, decision makers and key stakeholders to weigh options and implications of those factors.

For example, if recommendations and strategies in the TMC Business Plan are dependent on voters approving a bond, or on specific partnerships being in place, or on institutional issues being resolved (such as hiring freezes), then those issues should be articulated as part of the Business Concept. If the TMC end states or desired functionality is dependent on certain policies being in place, the Business Concept should stress the importance of these policies to TMC operations.

	Example 1 – Las Vegas Advanced Travel Information System Business Plan

For the FAST ATIS Business Plan, several legal or institutional issues were examined prior to recommending a specific business model or operational parameters between the public and private sector. Below is an excerpt from the ATIS Business Model Legal Restraints technical memorandum:

Prior to conducting the interviews, other ATIS business plans and agreements were reviewed.  The result of these reviews and a review of the FAST Agreement identified a number of areas for potential legal and administrative issues that could affect this ATIS. The following topics and questions were discussed with the agencies’ legal staffs: 

· Can FAST provide a regional ATIS program?

· FAST Organization, Legal Representation

· What are the FAST Administrative and Contracting Authorities?

· What methods of contracting, soliciting for goods services are available to FAST?

· What contract form is preferable with the different public/private information providers?

· How does FAST address content and quality of data, liability for data?

· Can FAST restrict or limit access to data?

· Resale of data

· Placing prohibitions, restrictions, or warnings on the use of data 

· Data privacy issues





In many respects, the Business Plan for a TMC has a distinctly narrower focus than other broader, regional planning efforts; as such, casting a wide net to involve all potential stakeholders could be counterproductive to the entire process.





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.





The size and scale of the stakeholder involvement effort will vary based on the type of TMC, geographic coverage area, functions and a host of other factors.
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