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Chapter 1: Introduction and Overview

Chapter Purpose: Tell the reader why he should read the handbook. This section is intended to provide brief overview of issues with business planning for TMCs, why they are needed, challenges, an introduction to the key components of a business plan, the benefits of the plan development process as well as how the TMC business plan can help support TMC establishment, operations and growth. This section also will provide an overview of the contents of the document, intended audience, and expected impact and use. Intended length: 6-10 pages.

1.1
Why do a Business Plan for a TMC?

· 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
Background and Context for TMC Business Planning

1.2.1
Applying Business Planning  principles from the private sector to developing a TMC Business Plan

· What does a private-sector business plan look like, and what are the key objectives?

· Business Planning in the private arena, and how concepts and outcomes can be applied to TMC Business Plan – goals are to use the business plan to outline a business concept and future vision, ‘sell’ an idea to investors, outline steps that will be taken to achieve objectives, benefits/outcomes that will be gained, management and organizational structure, risks and risk assessment, and a financial plan. 

· How these components are applied to a business plan for a TMC

1.2.2
Core Components of a TMC Business Plan

· The Business Concept – outlines, at a high level, key functions and services, as well as desired functions and services; describes the current TMC, including technical and institutional relationships, its ‘place’ and role in the regional context, objectives and goals for how the TMC needs to operate (based on consensus-based stakeholder input to how the TMC needs to function and should function as well as key goals/functions identified for the TMC through other planning processes, including regional ITS architecture, concepts of operations, and higher-level goals from agency strategic planning); provides an overall vision.

· Strategies – The TMC Business Plan needs to document an overall process for achieving the vision, specifically what actions, implementations, upgrades, enhancements, integration, etc. need to occur and what they will accomplish. By mapping the current state to desired state for the TMC, strategic directions can be established. The Business Plan also needs to identify timeframes, dependencies and implementation responsibilities.

· Value Proposition/Benefit (What’s the Payoff?) – The TMC Business Plan should define benefits, and ‘sell’ the Business Concept to key decision makers, leaders, partner agencies, etc.

· Organization and Management – Within the TMC Business Plan, roles and responsibilities of primary and partner agencies are defined – who owns, who manages, who participates. Overall organization, including personnel and staffing should be documented. The TMC’s relationship to other agencies, and within its ‘owning’ agency also is defined.

· Financial Plan – Includes budget and timeframes, potential funding mechanisms, working within agency and regional funding/programming processes, as well as outlines procurement issues, requirements and challenges.

1.3
Relationship of the Business Plan to Other Plans and Processes 

How the TMC Business Plan fits with other ITS planning efforts 

Insert graphic showing relationships and outputs from other efforts
· Regional ITS Architecture

· Strategic Deployment Plan

· Concept of Operations

· Operations and Management Plans

· Discuss how outputs, goals, and strategies from these plans ‘feed’ the TMC business plan. This section also discusses how the TMC business plan fits within the timeframes or timing of these other planning efforts.

1.4
Problem Statement

· What challenges do agencies face with developing a business plan for a TMC?, what is the current state of the practice?

· TMC Business Planning, as a separate and concerted effort, is relatively unchartered territory – there are not many specific TMC business plans to draw experiences from. Typically, TMC needs, goals and functions are documented as a component as part of another planning process (such as the Strategic Deployment Plan or Concept of Operations), but there are few TMC-specific planning documents for agencies to reference.

· Planning for financial sustainability of the TMC – competing with other programs, projects and resources

· Understanding and demonstrating how the TMC fits in with broader agency business plans/business objectives

1.5
Purpose Statement

The TMC Business Planning and Plans Handbook will provideTMC managers and transportation agency executives with a step-by-step guide to multi-year business planning using sound and universally accepted business planning techniques. It will also help managers to understand the realm of possible alternatives for structuring a TMC and the management and operational implications of these alternatives. In essence, the TMC Handbook will create a “how-to” that focuses on evolving TMC functions, concepts, processes, and strategies and present them within a business planning context.

1.6
Key Themes and TopicsThat Will Be Presented

· Recommended ‘best practices’ for TMC business planning illustrated through case study examples of current TMC business plans and management strategies

· Approaches to TMC business planning garnered from public agencies, as well as how private sector business models and planning processes could be applied to TMCs

· A look at organizational issues, including TMC functionality and the role of the TMC in agency or regional operations, and recommended organizational structures and resource requirements

· Methods, strategies, procedures and key steps that TMC managers can use to develop a business plan for their TMC, including recommended guidelines and techniques

· The importance of a multi-year TMC business plan to long-term, sustaining operations of TMCs and supporting management systems, and how these business plans fit in with other regional ITS, strategic plans, and transportation improvement programs

· Performance measures and monitoring strategies that can be used to assess the effectiveness of the business plan

1.7
Intended Audience 

This handbook was developed specifically for TMC and agency transportation managers who are responsible for any and all aspects of TMC operations, strategic planning, implementation, and coordination with other entities. It is intended to serve as an resource guide that defines what a Business Plan can do for a TMC, the importance of developing a long-range business plan, TMC Business Concept, and being able to justify funding, resources and other necessary commitments to agency and regional decision makers. 

1.8
How to Use this Document 

This section will provide TMC Managers and Transportation Agency Managers with key tools and strategies that they can apply to the Business Planning development, Plan preparation process, as well as how to use the TMC Business Plan to obtain buy-in from key decision makers. 

1.9
Remaining Chapters in this Handbook

Chapter 2, Overview of Business Planning for Transportation Management Centers, provides an overview of what TMC business planning involves and what benefits will result from developing a business plan. It includes Business Planning concepts, strategies, and how private sector business planning approaches can be applied to a TMC business plan. This chapter also introduces the components of a typical TMC Business Plan, 

Chapter 3, TMC Business Planning Process, introduces the reader to the processes and sequence of key steps for effective business planning for TMCs. These key steps are illustrated in a flow diagram, and are discussed in more detail in later chapters. 

Chapter 4, TMC Business Models, presents the different options for TMC business models, and describes the different options and factors, including geographic coverage, numbers of types of agencies involved and operational roles. Specific real-world examples of the various models at work are presented.

Chapter 5, Developing the TMC Business Concept, 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. 

Chapter 6, Defining the Value Proposition, provides the reader with  background and context for what a value proposition is and why it’s important. This chapter also outlines approaches for agencies or stakeholder groups to use to develop effective value propositions to support the Business Concept. 

Chapter 7, Strategy Sets, documents how goals and strategic objectives established as part of the visioning and Business Concept, as well as expected benefits defined within the Value Proposition are mapped to specific strategies, actions, and timeframes.  

Chapter 8, Organization and Management, provides the reader with information about the different variations of TMC organization and management structure, and  addresses how the considerations, such as functions, partnerships, geographic area, and other features affect organizational approach and how these considerations have been handled by other TMCs. 
Chapter 9, Financial Plan, discusses challenges associated with financial planning for TMCs, including how to justify TMC needs vs. other competing priorities within a region. Includes examples of how to document funding needs, timelines, potential sources, etc., and how to tie the financial plan with the strategies, actions, timeframes and responsibilities that have been previously developed, the TMC Business Concept and the Value Proposition.

Chapter 10, Using and Managing the TMC Business Plan, provides ‘next steps’ and guidance for agencies in how to make the TMC Business Plan an important tool for continued TMC operations and expansion, as well as use the TMC Business Plan to help sell the Business Concept and Value Proposition to key decision makers. This chapter also discusses the importance of treating the TMC Business Plan as a living document that needs to be periodically reviewed and updated based on changing priorities or new functional capabilities. 

Chapter 2: Overview of Business Planning for Transportation Management Centers

Chapter Purpose and Objectives – This chapter provides an overview of what TMC business planning involves and what benefits will result from developing a business plan. Essentially – why do one?  Business Planning concepts, strategies, and examples from the private sector are introduced, which provides a basis for describing how the process could be applied to a TMC business plan. Introduces the key components of a TMC Business Plan, with greater detail provided in the subsequent chapters. 
Key Messages/Themes: Why TMC Business Plans are needed

Long-term system operations is fast becoming a priority focus area for many states, and leveraging and protecting the investment states have made in Intelligent Transportation Systems (ITS) so that they will remain a vital traffic management tool requires careful and proactive planning. A Transportation Management Center (TMC) is the hub of a regional system, and often the TMC functions in many capacities, ranging from overall system operations to traffic and incident management, and even as the nerve center for state as well as local operations, travel information, regional emergency management, and system maintenance. With TMCs evolving into such vital elements of a region’s transportation system, how can resources be targeted to achieve the desired results? How can future resource needs be projected and planned for? What are the options for organizing management functions and personnel?

Key Topics and Issues to be Covered: 

· 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

How This Chapter Relates to Other Chapters. Provides background and context for Business Planning principles and guidelines, including the core components of a TMC Business Plan.

Remaining Sections
2.1 What is a TMC Business Plan and Why Do One?
2.2 Core Components of a TMC Business Plan
2.3 When to Develop a TMC Business Plan
2.4 Who Should Be Involved in the Business Plan

2.5 Relationship to Other ITS Planning, Plans and Processes
2.6
How the TMC Business Plan Relates to Other Agency Plans/Programs (non-ITS)

2.1
What is a TMC Business Plan and Why Do One?
· Discusses primary purpose of a Business Plan, and the key benefits of developing such a plan specifically for a TMC. 

· Borrowing strategies from private sector business planning, agencies can sell the benefits and functions of a TMC as a critical asset of a broader TMS or regional approach to transportation, safety, connectivity and integration.  

2.1.1
Business Planning Examples from the Private Sector

· 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 typical 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.

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

2.1.2
Applying Business Planning Concepts to TMCs

· Primary purpose is to provide a business-based roadmap to establish, sustain or expand a TMC

· Outlines a Business Concept for how the TMC will function

· Provides a forum to present and outline future roles and expanded capabilities, new partnerships, etc. 

· A Business Plan is a tool that can be used to promote awareness of the TMC and its critical functions, its relationship to regional TMS programs, and how the TMC helps support higher-level goals

· Establishes a jointly agreed upon plan to address identified challenges, separate from other ITS and business planning efforts where the TMC is one component of a larger agency or regional program agenda

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

· Identifies assumptions, dependencies, and commitments and ties these to desired outcomes and ‘vision’ for how the TMC should function within an agency’s organizational structure, as well as how it needs to function within a broader regional ITS program 

· Helps to evaluate performance, and establishes goals and performance measures

· Outlines TMC-specific funding needs, and provides the basis for supporting funding requests by tying them to program purpose and goals

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

· Provides the basis for future budget planning (fiscal and human resources)

2.2
Core Components of a TMC Business Plan

While there is no one specific formula for developing a business plan, TMC managers can borrow business planning concepts and strategies from private enterprise to outline a vision and build a case for continued (or future) support of TMC activities, functions and initiatives. There are six core components that should be included as part of a TMC Business Plan. Depending on circumstances, could be enhanced or expanded, but these core elements provide the framework for a succinct and direct business case that can be shared with agency managers, elected officials, partner agencies, and private citizens.

Executive Summary

Outlines the key points of the overall Vision, Business Concept, Strategies, Partnerships, Organization and Financial Plan. Used as a tool to sell the Business Concept and Plan to high-level agency managers, local and regional elected officials, and TMC partners.

The Business Concept

· Functions (high-level)

· Strategic objectives, goals, future trends

· Services – within the TMC and how the TMC relates or supports other agency operations and regional TMS, emergency management, safety, regional connectivity, information management, etc.

· Vision and TMC description (current state, future end state)

· Partnerships (existing and desired or needed future)

· Risks and dependencies

Benefit/Value Proposition (what’s the payoff?)

· Define benefits and how they will be measured

· Who benefits – who stands to benefit from achieving strategic objectives

· It’s the Value Proposition that helps to market and “sell” the Business Concept to target audience and decision makers

Strategies and Services
· Actions – What Needs to Happen (projects, implementations, changes or enhancements that need to occur)

· Who needs to be responsible

· Timeframes and priorities

· Dependencies

Organization and Management

· Who owns, who manages, who participates

· Personnel, staffing (numbers and types of staff, training and experience requirements, etc.)

· Organization structure, chain of command, resource requirements

· TMC relationships (to external agencies, how it functions in the ‘bigger picture’, what are the critical agency relationships)

Financial

· Budget and timeframes

· Funding mechanisms

· Funding processes

· Procurement issues/requirements

2.3
When to Develop a TMC Business Plan

This subsection discusses the timing of the TMC Business Plan in relation to establishing a new TMC, or expanding existing TMC services or functions. 

· How a TMC Business Plan fits in to the overall ‘life cycle’ of a TMC 

· Can be developed during any stage of TMC lifecycle/existence. Many state-sponsored TMCs are already somewhat established, some with greater functionality than others. 

· Discuss how the TMC Business Planning process can be applied for ‘new’ TMCs (likely to be city, county or regional/district) and existing facilities.

· The TMC Business Plan is a particularly important tool for TMCs that are expanding, in terms of functionality and systems (as new technologies and systems come on board, so grows the capabilities of the TMC), integration strategies with new partners (also brings about additional functionality and requirements). Expansion likely to occur in metro area TMCs, or state-operated/statewide TMCs. Discuss how integrating regional functions into these TMC scenarios spurs tremendous change that requires careful business planning. 

· Illustrate through examples how TMC Business Planning can be applied at any stage of a TMCs development cycle:

· New TMC Initiative (TDOT TMCs in rural regions, Nebraska Statewide Operations Center)

· Evolving/expanding TMC (Minnesota, GCM and individual states within the GCM partnership)

· Sustaining an established TMC (Houston TranStar, Arizona DOT)

· Re-evaluation of plans for an established TMC

2.4
Who Should Be Involved in the Business Plan
(DEVELOP GRAPHIC SHOWING STAKEHOLDER GROUPS AND RELATIONSHIPS, SPECIFIC INPUTS FROM DIFFERENT STAKEHOLDER GROUPS)
· 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)

2.5
Relationship to Other ITS Planning, Plans and Processes
INCLUDE GRAPHIC SHOWING RELATIONSHIPS and INPUTS
· How TMC Business Plan Fits in with Other ITS Planning Processes

· Describes relationship, including timeframes of the TMC Business Plan in relation to other plans and planning processes

· Discuss outputs and processes from other plans can provide input to the TMC Business Plan

2.5.1
Regional ITS Architecture 

Regional ITS architectures that are developed based on final rule requirements provide a substantial baseline of information relative to the overall vision, role and function of a TMC. Specifically, the architecture provides the following key outputs that can be used to support or develop the TMC Business Plan:

· Stakeholders – who are the key players (public and private), what is their operational role, in what capacity do they function in relation to ITS services and functions

· Needs – the process to develop a regional ITS architecture results in priority needs from a variety of perspectives, including traffic and emergency management, transit, data/information management, and others. 

· Functions and interfaces – The ITS architecture also outlines key functions and interfaces for a variety of systems and centers within an region and how they need to interface. Key functions and the role of the TMC can be derived based on the architecture outputs.

· Operational Concepts – how key systems and stakeholders are envisioned to function to achieve desired goals/vision.

2.5.2
Strategic Deployment Plan

· The strategic deployment plan provides more specific information about projects, timeframes for implementation as well as project priorities. Strategic deployment plans also typically include planning-level funding requirements and responsible agency(ies). 

· These outputs can be applied to the TMC Business Plan to provide more detailed understanding of cost and resource requirements and how they impact the TMC, as well as anticipated timeframes for implementing specific projects or strategies for which the TMC will play a key role.

2.5.3
Concept of Operations (includes summary based on current FHWA ConOps Guidance Documents and UV TMS ConOps Handbook) 
2.6
How the TMC Business Plan Relates to Other Agency Plans/Programs (non-ITS)

Discusses how ‘bigger picture’ plans and strategic objectives can help further the business case for a TMC; demonstrate how TMCs help to support these broader goals and objectives; usually not ITS-specific, but rather tied to larger safety, mobility, efficiency objectives.

· Agency strategic goals and strategic plans 

· Higher level, strategic missions. Typically are very succinct goals ‘from the top’.

· Often broader than ITS and represent comprehensive interests beyond operations. Need to align or demonstrate how TMC fits in to these goals and strategic objectives, and more importantly, how TMC supports strategic agency objectives

· Tie in to asset management programs, as documented in Virginia DOT and Kansas DOT Asset Management Programs

· Examples: Caltrans Strategic Goals, California Transportation Plan 2025, Intelligent Transportation Systems Deployment Initiatives: A Shared Vision for California

· Examples: Arizona DOT Strategic Plan FY 2005-2009

· Examples: Texas DOT Strategic Plan FY 2003-2007 “Creating Tomorrow’s Transportation System”

· Statewide and Metropolitan Planning Organizations’ Transportation Improvement Plans/Programs

· Statewide transportation plans and transportation investment plans 

· Where are the priority projects/programs, and how current and future TMC operations fit in with those priorities

· State, county, and possibly city emergency plans

· How current and future TMC operations fits in the context of established or developing emergency plans

· Interfaces between TMC and emergency services

· How business plan and planning process fits in with systems engineering model/approach

Chapter 3 – TMC  Business Planning Process

Chapter Purpose and Objectives – This chapter walks the reader through the processes and key steps for effective business planning for TMCs, 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), key decision making processes, where inputs from other planning processes (such as the regional ITS architecture or concept of operations) apply to the TMC Business Plan.

Key Messages/Themes: 

· 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 steps and processes involved in developing a TMC Business Plan, identifying key decision points and where critical buy-in is needed, identifying the right stakeholders to participate in the business planning process, coordination with other planning processes and plans.

How This Chapter Relates to Other Chapters: Chapter 3 introduces the process to developing a TMC Business Plan, with greater detail provided on individual steps in subsequent chapters. The reader will gain a ‘big picture’ view of the flow and sequence of key steps, with additional detail and examples to be included in later chapters.

Remaining Sections

Narrative describing flow chart of TMC business planning process graphic. Flow Chart showing Business Planning Process 

3.1
Identifying Stakeholders

3.2
The TMC Vision

3.3
Defining TMC Business Concept

3.4
Developing Value Propostion and Performance Measures

3.5
Developing Strategy Sets
3.6
Developing Organization and Management Structure
3.7
Developing Financial Plan
3.8
Implementing, Updating and Maintaining the Business Plan

Chapter 4 – TMC Business Models
Chapter Purpose: Chapter 4 identifies the different options an agency can select in developing their TMC business model. The business model is a combination of: 

· geographic area covered, 

· number and types of agencies involved and 

· operating mechanism

Key message: The key message for this chapter is that any combination of the identified options could provide a successful TMC business model. How well each option meets the specific needs of the agency(ies) is a function of the outcome of the needs assessment for the agency(ies) and will be established as part of the system engineering process that should be followed in developing the TMC.

Key topics and issues: Chapter 4 will describe each of the options available to an agency in developing their TMC business model, provide characteristics of each option, advantages, disadvantages, other considerations and examples of where each model has been developed and deployed.

Relationship to the previous chapter and subsequent chapters: Chapter 4 follows the description of how TMC business plans fits into the overall planning process and builds of the information in chapter 3 to set the stage for the chapters that follows that actually describes the business planning process.

Remaining sections: 
4.1
Geographic area covered
4.2
Number and type of agencies involved
4.3
Operating mechanism
4.4
Examples of where each model has been developed and deployed
4.1
Geographic area covered (provide characteristics of each option, advantages, disadvantages, other considerations)
· Single city or county

· Large Metro area with multiple cities or counties

· Regional/District

· Statewide

· Multi-state 

4.2
Number and type of agencies involved (provide characteristics of each option, advantages, disadvantages, other considerations)
· Single agency (i.e., city or county) 

· Multiple transportation agencies

· Multiple disciplines (transportation, public safety and emergency management)  Regional/District

4.3
Operating mechanism (provide characteristics of each option, advantages, disadvantages, other considerations)
· Public sector staffed and operated

· Private sector contracted staff operated

4.4
Examples of where each model has been developed and deployed (see Chapters 11 to 26 for case studies of TMC examples listed in the table below)

	
	Single agency
	Multiple transportation agencies
	Multiple disciplines

	Single city or county
	Anaheim, CA
	Tucson, AZ
	Las Vegas, NV

	Large Metro area
	Oakland County, MI
	Boston Central Artery
	Houston TranStar

	Regional/District
	Oregon DOT – Portland (Region 1)


	Minnesota DOT RTMC - Minneapolis
	Caltrans D12 – Orange County
Georgia Navigator

San Antonio Transguide

	Statewide
	Arizona DOT – Phoenix
	?
	Utah DOT TMC – Salt Lake City - contracted

	Multi-state
	N/A
	KY/OH Artimis –  Cincinnati (contracted)

GCM Corridor
	I-95/TRANSCOM


Chapter 5: Developing the TMC Business Concept

Chapter Purpose: 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: 

· 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

INCLUDE PROCESS GRAPHIC WITH STAKEHOLDERS, VISION AND BUSINESS CONCEPT PORTIONS HIGHLIGHTED

5.1 The TMC Business Concept


· This section introduces and focuses on the Business Concept and why it provides an important foundation for the rest of the TMC Business Plan

· The TMC Business Concept is a description or ‘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 play within an agency, and as part of a TMS. 

· The Business Concept needs to answer the following question:

What are we asking managers, policy and decision makers to buy into? 
5.2
Stakeholder Input and Involvement 

· Discuss importance of 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

· Key stakeholders could be identified, at least partially, through other planning processes, including regional ITS architecture and concept of operations

· Some stakeholders are internal, some will be external 

5.2.1
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 (documented in regional architecture and/or 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)

5.2.2
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

5.2.3
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.

5.3
Vision and Strategic Objectives for the TMC 

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 objectives, role of the TMC, its core purpose and functions, and future needs and relationship to other visions or program goals.  Input to the vision, current and future functions, and overall role of the TMC provided by the regional ITS architecture development process, concept of operations, etc. 

DEVELOP GRAPHIC – Examples of needs, functions, and other outputs from other ITS planning and how they map to a vision and strategic objective for TMC
· Discuss importance of establishing a clear vision and directive for the TMC Business Concept and overall Business Plan –what are the primary goals and objectives of the TMC, what is the current state/functionality vs. desired functionality and role (within the agency, within the region). 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 and strategic objectives for the TMC. 

· Identify larger agency or regional goals that affect TMC. What are the overarching agency goals that are driving the functions of the TMC? (e.g., Mobility…Safety…Efficiency…Productivity, etc. – illustrate with examples). 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.   

· Discuss how stakeholder needs and priorities factor in to the vision and concept process

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

· Examples of TMC Vision Statements and Strategic Objectives (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

· Transition – how Vision and Strategic Objectives form basis for Business Concept

5.4
Defining the Business Concept

· The Business Concept is a description 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 play within an agency, and as part of a TMS. 

· The Business Concept needs to answer the following question:

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

· The Business Concept builds on the Vision and Strategic Objectives to articulate the desired ‘end state’ of the TMC – how should the TMC function? What roles should it serve? What are the current partnerships that are in place (what other agencies does the TMC interface with – what other entities does it need to interface with based on the desired functionality?)

· A key element of the Business Concept is to also state risks and dependencies – what are the current institutional, technical, resource barriers that could impede the desired end-state?

· Provide examples of how the TMC Business Concept can be articulated and/or illustrated

Chapter 6 – 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 approaches for developing effective value propositions. 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. 

Key Messages/Themes: 

· Importance that the value proposition reflects not only a set of overall “good” objectives for regional transportation, but that it effectively addresses specific value from the stakeholder point of view, especially when particular agencies have core missions that extend outside of transportation management. 

· Importance of the value proposition as a basis for performance measurement

Key Topics and Issues to be Covered:  Definitions of value proposition, a context for agencies’ views of TMC value/benefits, and suggested components of value proposition development and performance measurement. 

How This Chapter Relates to Other Chapters: Chapter 4 follows the TMC visioning process and introduces the value proposition as a key component in development of a TMC business plan, essentially defining the incentives for stakeholder participation and support. This incentive aids in establishing practical designs for the TMC organization, processes, and priorities – and establishes the high-level performance measures that will be needed. 
Remaining Sections
Insert process graphic with Value Proposition section highlighted.
6.1 
Definitions – What is the value proposition?

Many regional agencies have missions and functions that touch in some way on transportation, and can affect the mobility and safety of the public.  Some of these agencies view the transportation mission as an important part of their core business – while other agencies may attach importance to transportation management, but transportation is not itself a core responsibility or concern of the agency. 

For most government agencies, primary missions and accountabilities encompass some aspects of transportation, but usually extend well beyond transportation-related issues to include, for example, public safety, health, security, and environmental protection. 
Protective attitudes toward agencies’ broad authorities and legislated responsibilities have historically had a stove-piping effect on agency data and communications. Multi-agency information that could be very useful in transportation management is, unfortunately, often trapped by this stove piping. 

For effective overall transportation system management, many entities would have to share messages and data, make decisions according to their mission responsibilities, and take appropriate, coordinated action together or separately, usually in short order.

The value proposition is a case made (and tailored to each participating agency) to define the expected value of the TMC to the missions of each of the participating agencies and key stakeholders.  This section will describe approaches and propose responses to the questions below:
· How is a value proposition expressed 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 and performance measures – as well as grounds for stakeholders to rationalize appropriate support for the TMC  

· How is the value proposition used by stakeholders?

· 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 sound, real-world data, credible analysis, and a practical measurement approach
6.2
Value Proposition Development -- General Principles and Approaches

This section will provide guidance to the development of the TMC value proposition. The process will include the steps below:

· Stakeholders should participate directly in defining their values in terms of transportation  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 (provide examples from Visioning and Business Concept development)

· Stakeholder needs and requirements should be determined and agreed to Safety statistics, traffic efficiency, and incident response patterns are key baseline data

· Research of regional transportation economics and productivity issues provide potential benefits baseline for some stakeholders

· Credible projection of measurable transportation outcomes in safety, response, efficiency are needed to base value 

· Display and communication of the value proposition needs to be simply delivered and understood 

6.3
Performance Measurement -- General Principles and Approaches

 This section will describe the process to develop performance measures for the TMC and includes summary based on Performance Monitoring, Evaluation and Reporting Handbook, NCHRP Performance Measurement Documents. Examples could be:

	Category
	Proposed Measure(s)

	Mobility
	Improvement in average speed by time of day

	
	Improvement in average speed by route

	Safety
	Improvement in accident rate

	
	Improvement in response and clearance times for incidents

	Maintenance and Reliability
	Percentage of system Uptime; including field devices

	
	Average time to resume service if system failed


Chapter 7 – Strategy Sets
Chapter Purpose and Objectives – This chapter takes a more in-depth look at the setting of  strategy – what it is, and how to go about developing strategies to achieve the TMC vision and to deliver the expected value to the stakeholders.
Key Messages/Themes: 

· 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 and how the end states of the Business Concept can be realized. 

Key Topics and Issues to be Covered:  Key topics strategies are identifying strategies that meets the objectives for the specific TMC, developing a deployment schedule and action plan. 
How This Chapter Relates to Other Chapters:  This chapter builds on the business concept and value proposition chapters and provides the basis for the organization and management and financial plan chapters that will quantify the impact of the strategies that were selected.
Remaining Sections

Insert process graphic with Strategy sets section highlighted.
7.1
Mapping Strategic Objectives, Needs and Value Proposition into Specific Strategies 

· Discuss how 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 (discuss further in relation to Migration Plan handbook)
· Provide example of the mapping process and how timeframes/priorities could be represented within the strategy sets

7.2
Strategy Sets represented as Action Items

· Action Items define specific elements, tasks, projects, etc. that need to happen in order to support the Value Proposition and Business Concept

· Assigning responsibility and timeframes to actions to provide context as to what needs to happen and by whom

Provide sample table of how to map strategies and actions, and present within the context of:
· Strategic Objectives

· Actions Required

· Responsibility

· Timeframe (present in years – show logical progression)

· Dependencies (discussed in next section

7.3
Identifying and Documenting Dependencies

While there are will be several objectives, functions and even strategies/actions that will be highly desirable for the TMC, it must be recognized that there will be factors that could impede, delay or otherwise impact moving forward with carrying out the identified actions. Dependencies also can be in the form of risks; private sector business plans document risks so that stakeholders/shareholders/investors can make informed decisions about potential or known impacts. This section discusses types of dependencies and how to document them so that critical path items can be identified, and stakeholders will be aware of key elements that influence the Business Concept. Dependencies could include:
· Facility

· Technology

· Partnerships (existing or future)

· Leadership and organization structure

· Funding (amounts, schedules for fiscal programming)

· Personnel and Staffing Resources (including numbers and types of staff)
· Project implementations/timeframes

· Legislation

· Others

Chapter 8: Organization and Management

Chapter Purpose and Objectives – Present key considerations and strategies for outlining an effective TMC Organization and Management structure.  Many possible variations are possible, depending on jurisdictional, functional, and agency mission realities.  The chapter addresses how the considerations affect organizational approach and how these considerations have been handled by other TMCs. 

Key Messages/Themes: 

· Importance of scale, functional focus, and stakeholder missions in defining organizational realities.  

· That TMC scale, functional focus, and agency missions influence organization design in predictable ways. 

· That a planned organization and management approach is much more than an organization chart.

Key Topics and Issues to be Covered: How the key scale, focus, and agency mission considerations drive organizational strategy

How This Chapter Relates to Other Chapters: Chapter 8 guides the planner’s thinking on realistic organization options, which narrows the range of possible plan variations in a number of areas, including staffing, budgeting, management levels needed, functional versus service or operational focus, etc.
Remaining Sections:
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8.1
General Structure

Organizational design is driven by multiple considerations – jurisdictional scale, range of activities, and authority probably has the greatest influence, for example: 

· Jurisdictional scale

· Number and types of agencies participating can determine the composition of staffing and/or budget

· Multi-state or county agencies (e.g., two state DOTs in an urban region) with similar but distinct missions and policies may require special coordination or decision-making provisions, and involve more “dotted lines”

· Statewide organizations may require provision for separate regional focus in some functions to assure appropriate attention and response across the system

· Corridor-focused organizations with many stakeholders might need a functional organization with strict operational “rules” to be viable

· Strong legislated accountability for some functions may mean that defined agency-line-of-authority (“stovepipe”) structures with have to be accepted for some functions 

· Range of primary services

· Traveler information services usually call for a functional approach to TMC organization and management, e.g., information collection, data management, content management and synthesis, communications or dissemination

· Transportation operations or systems management services may combine both functional structures (as above) and signal system management, coordination features, and a decision model for priority decisions

· Incident response functions require special organizational consideration and processes – they usually trigger an initial organizational response (triage) structure, evolving to incident-specific response teams or coordination activities  

· Decision-Making Authority

· If little or no operational authority needed, functional organization with established processes/procedures. Probably need to provide a point of contact structure for access to information, and content manager for web facilities, reports, etc.

· For TMCs coordinating resource or application controls, limited responsibility could be vested, typically augmented by external decision-makers

· For partial or full control of transportation management decisions, a multi-agency organization structure will need incorporated decision model(s), e.g., Steering committee, leadership team, charters, voting/consensus rules, etc.

· Case examples:

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

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

· Examples to include:

· Single Agency

· Multi-agency joint program

· Multi-agency specialized participation

· Chartered public/private partnership

· Contracted operations

8.2 
Considerations for Organization and Management design

· Ownership and overall control typically falls to primary operating (and funding) agency.  As a practical matter, in these cases the agency’s organization structure and lines of authority have a strong influence on the “ideal” TMC structure.

· The TMC Business Plan should propose present the following management factors:

· 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 models, bodies or committee structures – need to address specific operational, technical, policy or staffing issues

· Charter, management principles – beneficial for all types of TMCs. Having a ‘rules of the road’ will provide stakeholders and authorities a clear picture of how and by whom decisions will be made. 

· Potential dependencies/constraints

Chapter 9: Financial Plan 

Chapter Purpose and Objectives: This chapter describes how to develop a financial plan to support the Business Concept. By developing a comprehensive picture of funding needs and a funding strategy, a financial plan will help document fiscal needs and responsibilities based on the strategies selected in Chapter 7, TMC Business Concept and Value Proposition. Discusses challenges associated with financial planning for TMC’s, including how to justify TMC needs vs. other competing priorities within a region. Includes examples of how to document funding needs, timelines, potential sources, etc.  
Key Messages/Themes: 

Financial Plan needs to address TMC specific funding requirements, and tie these requirements back to the Business Concept, Value Proposition, improvements required to develop the capabilities required and services needed to manage, operate and maintain a TMC.
Key Topics and Issues to be Covered: The previous chapters have already justified the proposed strategies, support services and operations of the TMC; identified the multi-year plan component of the plan that lays out what is required to support these items; indicated what influence that they would have on performance measures and benefits provided based on investment; and how collectively these various initiatives would be rolled up and identified as capital cost and an annual cost per year. After this is done, this chapter would address what are the appropriate sources of funding within the agency and/or region, what are the funding cycles and key milestones, issues to consider, and other key factors with funding?  
How This Chapter Relates to Other Chapters: The financial plan builds on all the previous chapters in that it estimate the financial impact of the proposed TMC i.e. the business concept, strategies, organization and management. It is the last part of the business plan development.
Remaining Sections
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There are several issues that need to be considered when developing a Financial Plan as part of a TMC Business Plan. While many agencies develop funding requirements for overall TMS programs, the specific needs, roles and functions of the TMC, as articulated in the TMC Business Concept, need to be specifically oriented towards a sustainable funding stream to not only design and build the facility but also to operate and maintain it for an extended period.
9.1 Assigning Funding Requirements to Strategy Sets (How much do I need?)
· Through the previous effort of developing specific strategies, implementation requirements, and priorities, the next task is to assign funding requirements for those specific strategies. These funding requirements should take into consideration:

· Initial capital costs

· Operating and Maintenance Costs over the timeframes previously identified

· Staffing requirements (new positions, staff training needs, etc.)

· Integration costs

· Contractor/vendor cost requirements 

Costs should be estimated for each of the activities. Where necessary ranges of costs related to specific performance levels should be established. This will assist the decision makers in their decision on a preferred service level.
9.2 Budgeting and Funding Definitions, Issues, and Challenges (Where do I find the money?)
Once the financial needs have been established the applicable funding sources should be identified. Funding sources could be federal, state or local funding. Federal funding typically forms the basis for TMC projects. Currently available and applicable general funding programs include:

National Highway System (NHS) – Provides for capital and operating costs for traffic monitoring, management, and control facilities and programs.  Funds provided on an 80/20 percent federal/local match basis with no time limit for operations.
Surface Transportation Program (STP) – Provides for capital and operating costs for traffic monitoring, management, and control facilities and programs.  Funds provided on an 80/20 percent federal/local match basis within the initial project scope.

Congestion Mitigation and Air Quality Improvement Program (CMAQ) – Provides funds for the establishment or operation of traffic monitoring, management, and control facility or program in non-attainment areas.  Explicitly includes, as an eligible condition for funding, programs or projects that improve traffic flow.  Funds provided for O&M on an 80/20 percent federal/local match basis for 2 years, or longer if the project demonstrates air quality improvement benefits on a continuing basis.

TEA-LU will also authorize several additional Federal funding mechanisms which are available specifically to aid in the deployment and operation of ITS. 

ITS Integration – This component of the ITS Deployment Program provides funding for activities necessary to integrate ITS infrastructure components that are either deployed (existing) or will be deployed with other sources of funds.  This may include the integration of different ITS systems or sub-systems (e.g., freeway management, arterial management, etc.) or the integration of like ITS components across jurisdictions.  Eligible activities include the system design and integration, creation of data sharing/archiving capabilities, deployment of components that support integration with systems outside of metropolitan areas. The ITS Integration Program can fund up to 50 percent of an integration project's costs with a minimum of 20 percent of the local match to come from non-federally derived sources. 

The National Corridor Planning and Development Program and Coordinated Border Infrastructure Program – was established under Sections 1118 and 1119 of the Transportation Equity Act for the 21st Century (TEA-21). The Coordinated Border Infrastructure Program aims to improve border infrastructure and transportation telecommunications to facilitate the safe and efficient movement of people and goods at or across the U.S.-Canada and the U.S.-Mexico borders. The National Corridor Planning and Development Program provides DOT authority to allocate dollars to states and metropolitan planning organizations (MPOs) for coordinated planning, design and construction of highway corridors. Criteria under which the Border program project funding applications will be reviewed include reduction in travel time through a major international facility, potential for improvements in border crossing vehicle safety and cargo security, and the applicability of innovative techniques and technology to other border crossing facilities. The Federal share for projects funded through these programs is 80% (sliding scale applies).
· 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. 

· Competition for 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.

· Provide Typical TMC budget items, components of a budget 

· Quote Examples: ITE Traffic Control System Operations: Installation, Management, and Maintenance – chapter 2, Sample TMC Personnel Costs, Sample TMC Physical Plant Costs and MAG
9.3 
Budget Planning Processes (How do I secure the funding?)
Identify the defined process for decision-making in your agency/region/state that includes the linkage to budget-cycles/processes of all partner agencies, application procedures, prioritization procedures, etc. 

Establish funding linkage to larger TMC goals - concept of operations, strategic plan, performance measures, etc. 
Plan for multi-year strategic plans that determine the direction of budgeting activities over a multi-year time horizon (Examples: Houston TranStar, TRANSCOM). These are essential for obtaining political and funding support as well as for establishing internal funding priorities.

Provide linkage between funding requirements and sources -- and anticipated benefits (the value proposition) – examples.

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

Chapter 10: 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.

Key Messages/Themes: 

· It is important to update the business plan, use it and maintain it.

· Updating the business plan is an ongoing process with specific milestones

· Measuring progress is part of the updating process
Key Topics and Issues to be Covered: Procedures for updating and maintaining the business plan. Measuring progress and publishing performance.
How This Chapter Relates to Other Chapters: Chapter 10 provides guidance on the process that follows after the completion of the business plan. 
Remaining Sections:
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10.1
Implementing the TMC Business Plan

· Setting Business Plan implementation milestones based on strategies, organization and management structure and the financial plan.
· Communicating to internal and external stakeholders about the Plan and its purpose

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

10.1.1
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?

· 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

10.1.2
Measuring Progress

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

· Implement plan to assess and measure performance against established objectives

· When evaluations will be conducted

· Who will conduct specific evaluations

· 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

10.2 
Updating the Plan

10.2.1 
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

10.2.2 
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
11. Anaheim, CA
12. Tucson, AZ

13. Las Vegas, NV

14. Oakland County, MI

15. Boston Central Artery

16. Houston TranStar

17. Oregon DOT – Portland (Region 1)

18. Minnesota DOT RTMC – Minneapolis

19. Caltrans D12 – Orange County

20. Georgia Navigator

21. San Antonio TransGuide

22. Arizona DOT – Phoenix

23. Utah DOT TMC – Salt Lake City

24. KY/OH Artimis – Cincinnati

25. GCM Corridor

26. I-95/TRANSCOM
Case Study Template 

(Chapters 11 through 26)

1. Introduction

a. General description of system and location

b. General objectives of system

c. Special Considerations

2. Design and Implementation

a. Describe timeline of design and implementation phases

b. Geographic area (i.e. Metropolitan area, statewide, etc.)

c. TMC Functions (i.e. Traffic Control, Traveler Information, etc.)

d. Describe project process (i.e. preliminary planning phases, design, implementation, etc.)

e. Outline participating agencies and stakeholders

f. Number and type of field elements

g. Coordination/interface with other systems, states, cities, etc.

3. Business Plan

a. Overview of Plan

b. Key issues

c. Influencing factors

d. Local Constraints

4. Costs and Funding Sources

a. Start-up, operational, and maintenance costs

b. Funding sources

c. Allocation of funds

5. Maintenance

6. Future Plans (i.e. expansion of system functions or geographic coverage, etc.)

7. Lessons Learned/Special Considerations

8. Successes
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