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1. Background

The purpose of Task 3 for the Wisconsin Department of Transportation Bureau of Highway Operations (WisDOT – BHO) Statewide management and business plan for Traffic Operations and Intelligent Transportation Systems (ITS) is to gain knowledge on the best practices used and lessons learned from other State Departments of Transportation (DOT’s).   

A principal reason behind this initiative by WisDOT is the recent emphasis on Management and Operations (M & O) by the Federal Highway Administration and the in the current Transportation Funding reauthorization (TEA 21 Reauthorization, and the proposed SAFETEA and TEA - LU).  Selected State DOT’s were surveyed to obtain the desired information, and the results are summarized in this report.

Initial State DOT Screening Interviews

Brief telephone calls to known and recommended State DOT contact persons (provided by the project team) helped establish the state of development of Traffic and ITS Operations Business plans nationwide.  Initial research was performed before approaching each agency, to gain available knowledge and documents on what has been completed and what is in progress.  The research identified states that have addressed, or plan to address transportation Management and Operations in their high-level planning process.   The research also helped determine if Management and Operations was a subset of the state’s long-range transportation plans, or if the state had a separate plan to address Management and Operations, including Traffic and ITS.   The screening interviews established which agencies were candidates for detailed follow-up interviews, based on the following criteria:

· The agency had a plan that addresses Traffic/ITS Management and Operations, either as part of a state long-range transportation plan, or a standalone plan

· The plan is at a state of completion where a final or pre-final review document is available.

· The planning process involved multiples stakeholders, both inside and outside of the agency

Follow-up Agency Interviews

Six (6) State agencies were selected from the screening process for follow-up interviews.

A copy of a generic phone-interview questionnaire that was used for follow-up Agency interviews is provided in Appendix A.  The generic interview guide was tailored to each individual agency’s situation, based on initial research and the screening interviews.   

The elements of information sought from the interviews included:  

· Name of the Transportation Operations/Management plan, and its brief description

· The status of the plan: Completed (with implementation status), review pending, interim draft

· Functions covered:  Traffic Operations, ITS, or single facets thereof, for example, the arterial traffic signal system

· Structure set up to develop the plan, including the stakeholders involved

· Steps involved in developing the plan

· Program champions that played a major role in consensus-building

· What extent was the public involved:  indirect by committee representation, or direct with meetings

· Overview of mission/vision/goals/objectives development

· Relationship of inventory of existing functions and services (part of plan, or another plan, for example statewide architecture, incorporated by reference)

· Use of existing organizational structure information:  Where new organizations and titles created, or were the existing organizations modified slightly?

· Incorporation of additional functionality or services:  After completion of the plan, were new services added, or programmed?

· Lessons learned from the process

· Start to finish time frame for the plan development

· Contact information for future reference or additional questions that might arise

· Source of additional information:  Hyperlinks to published documents on web sites, and citations of unpublished documents

Summaries of the information obtained from the follow-up interviews are provided on the pages that follow.

	State:
	Florida Department of Transportation (FDOT)

	Name of Plan:
	Florida’s Intelligent Transportation System Strategic Plan

	Description of Plan:
	An ITS Planning document created to serve as a guideline for the Florida DOT, Florida MPOs, and local governments to plan, program, and implement a set of integrated, multi-modal ITS elements to maximize the safety and efficiency of Florida’s transportation system.  A sub-component of the ITS Strategic Plan is an ITS Business Plan that details recommended steps for FDOT’s ITS program deployment over 5 years.

	Plan Status:
	The plan was completed in August, 1999.  The 5-year ITS Business Plan is estimated to be 90% implemented at this time (1/2 the original recommended time frame).  FDOT is currently 2 months into an update process for the 1999 ITS Strategic Plan.

	Functions Covered:
	Primarily a policy guideline and vision document to establish the business framework for development and deployment of ITS Systems in Florida.  Contents include:

Needs statement

Vision, guiding principles, goals and objectives

Needs analysis for changing state legislation, FDOT rules, policies, procedures

Recommendations for a new approach to management and operation of the transportation system.  Areas of emphasis listed were:

· Performance monitoring: real-time conditions for all modes

· Incident Management:  detection, response, management on a seamless regional basis

· Information and data sharing:  across jurisdictions and with private sector

· Facility improvement

· Traveler Information:  Informing customers about current conditions and viable travel options

· Public/Private partnerships:  Support for free and value-added services

· Maintenance of operations:  Assurance that investments in new infrastructure provide their intended return of benefits

	Structure Set Up to Develop the Plan:
	Set up for coordination vertically (State DOT, Districts, Regional MPOs, and local governments), and horizontally (transit authorities, toll authorities, police, fire, and emergency management services).   Three levels of stakeholder groups are established:

1. Statewide, including the FDOT Districts, holding bimonthly meetings.

2. Project level stakeholder groups

3. Regional stakeholder groups are more de-centralized and autonomous.

ITS Florida membership is used to recruit private sector participants.  Working group meetings are open to the public, vendors, and contractors.


	Steps Involved in Developing the Plan:
	The following steps were taken to develop the Strategic Plan:

4. Problem identification, 

5. Develop a vision statement, 

6. Setting goals, 

7. Establishing an ITS planning framework, 

8. Prioritizing projects, 

9. Refining the organization and staffing for operations

	Stakeholders Involved:
	FDOT Headquarters office dedicated ITS staff, District office ITS staff, regional MPO’s, local agency transportation stakeholders (DOT, police fire, emergency), transit authorities, tollway (Florida Turnpike), private sector (from ITS Florida Membership)

	Champions To Facilitate Consensus Building:
	New FDOT Secretary (pro-ITS)

State ITS Manager

District ITS Managers (mainly from urban districts)

	Public Involvement:
	Public is invited to stakeholder meetings, although there has been limited participation.  Public involvement has mainly been indirect, through representatives of regional MPOs and local agencies.

	Mission or Vision Statement Development:
	Set a long-term (20-years plus) time frame for the ITS vision, goals and objectives of the Strategic Plan so the effort could fit in with the 2020 Florida Transportation Plan.  The ITS Business Plan component of the Strategic Plan has a shorter, 5-year time frame.  The purpose of the Business Plan component was to set up the framework for the Statewide ITS program, to identify “early winner” projects, and to prove the cost-effectiveness of longer range ITS strategies.   The vision developed by FDOT resulted in four major objectives:

· Safe transportation for residents, visitors, and commerce

· Protection of public transportation investment

· A statewide interconnected transportation system that enhances Florida’s economic competitiveness

· Provide travel choices to ensure mobility, environmental quality, community values, and minimum energy consumption

Multiple objectives (detailed in the report) were established as guidelines for achieving each goal.

	Development of Performance Goals:
	ITS benefits have been discussed on a large scale in FDOT’s issue paper, “Economic Impacts of Intelligent Transportation Systems in Florida”.   More detailed performance measurements remain to be developed in the ITS Plan update.  FDOT is using a Panel approach to developing performance measures.  A Statewide ITS Workshop Development of Performance Measures was held in Orlando, Florida on October 14-15, 2003, go to:  http://www.dot.state.fl.us/IntelligentTransportationSystems/Online%20Documents/ITSMeasurements/ITSMeasurementWorkshop.htm 

	Inventory of Existing Functions and Services:
	Performed as separate initiatives for statewide and regional architecture developments.


	Use of Existing Organizational Structure Information
	A new ITS program organizational structure at the Central Headquarters level was recommended and created as a result of the 1999 ITS Strategic Plan.  For the existing organization, the plan recommended dedicated ITS staffing at the seven (7) FDOT Districts.

	Incorporation of Additional Functionality or Services:
	Will be adding homeland security and automated enforcement programs.

	Lessons Learned From the Process:
	10. Top level buy-in is needed to secure the necessary funds to sustain ITS systems.

11. To bring the necessary special attention to ITS initiatives, a special division within the DOT was created.  ITS would not have had achieved needed visibility if it were part of the Traffic Engineering function.

12. Don’t try to do too much at once.  Focus on early win projects, and sell the small success stories to gain momentum for larger, long-term initiatives.

13. Using the ITS Florida Chapter has provide great visibility for the program, and has provided a means for private sector participation.

14. It was helpful to inform Florida lawmakers about the ITS program by hosting a “legislative day”.

15. Look at every way to get success stories to the public, for example, a press release was made for the “millionth caller” on a regional 511 system.

16. For Districts that are later entrants into the ITS area (District 2 and District 6), it is better to start with smaller initiatives.  It is easier to resolve problems on smaller systems.

17. A project to share data from one TMC with another was initially started at a District level.    This approach later had to be abandoned in favor of a statewide initiative that better leveraged the large resources required for TMC software development.   There now exists a statewide software library initiative (see:http://www.dot.state.fl.us/IntelligentTransportationSystems/Architect%20&%20Standards/ITS%20Software.htm)

18. To overcome the difficulty of the constant need to update the ITS Strategic Plan, select individual issues and prepare “resource papers”.

	Start-To-Finish Time Frame for Plan Development:
	18 months, ending in August, 1999.

	Contact Information:
	Chester Chandler , State ITS Coordinator, chester.chandler@dot.state.fl.us , (850-414-4981)

Gene Glotzbach, ITS Engineering Administrator, gene.glotzbach@dot.state.fl.us ,  (850-410-5600)

Liang Hsia, ITS Engineering Administrator, 

liang.hsia@dot.state.fl.us, (850-410-5600)


	Additional Information Available:
	19. Florida ITS Strategic Plan (Includes a section titled ITS Business Plan):


http://www11.myflorida.com/planning/systems/sm/its/PDFs/ITS%20Strategic%20Plan%20FINAL%2010Mar00.PDF  

20. Have a Business Model page: http://www.dot.state.fl.us/businessmodel/default.htm 
21. Numerous ITS Resource Documents associated with the development of the ITS Strategic Plan:

· ITS Project Cost Analysis  

· Economic Impacts of ITS  

· Integration of ITS into the MPO Planning Process  

· Operations and Management of ITS  

· ITS Procurement  

· Rural and Interurban Applications  

· Implementation Authority Review  

· Resource Documents


	State:
	North Carolina Department of Transportation

	Name of Plan:
	North Carolina Traffic Signal Operations and Maintenance Report

	Description of Plan:
	A comprehensive report that identifies NCDOT practices for operation and maintenance of traffic signal systems, and recommends a course of action to assure that these systems are operated and maintained at a “Good Level of Service”.

	Plan Status:
	Report completed September, 2001, with implementation on-going.

	Functions Covered:
	All aspects of the elements of traffic signal system operation and maintenance, including system inventory, assessment of current practices and staffing levels, identifying low-cost actions to assure the highest level of operation and maintenance, identifying a required organizational structure, with job titles, duties, and responsibilities, identifying training requirements, funding, and auditing procedures.

	Structure Set Up to Develop the Plan:
	Task Force composed of NCDOT Operations Staff, Systems Staff, and Traffic Division Staff, together with counterpart staff from municipalities and MPO’s statewide.  A strong alliance was also formed with the North Carolina Section of the Institute of Transportation Engineers (NCSITE).

	Steps Involved in Developing the Plan:
	22. Confirm the inventory and present operation and maintenance level of each type of traffic signal system.

23. Confirm existing organization structure, job duties, and responsibilities, as related to all aspects of traffic signal device design, construction, operation, and maintenance.

24. Define a good performance level for operation and maintenance of all traffic signal systems.

25. Determine organization structure, job duties, and responsibilities needed for the desired performance level of traffic signal operation and maintenance.

26. Define a strategy to ensure that traffic signal systems are operated and maintained in accordance with the desired level of operation and maintenance.

27. Update maintenance schedules C and D, required for municipalities and contractors that operate and maintain NCDOT traffic signal systems.

28. Identify areas for implementation of low maintenance design alternatives conducive to maintaining a good traffic signal management program.

29. Identify training to support good traffic signal systems management program.

30. Define the required funding for the program.

31. Identify auditing methods to ensure conformance to the standards of the good traffic signal system management program.

	Stakeholders Involved:
	NCDOT Signal Operations, System Management, and Traffic Headquarters staff, Local Municipal Traffic Signal Operations and Maintenance staff, North Carolina DOT Transportation Board, NCSITE Traffic Engineering Council. 


	Champions To Facilitate Consensus Building:
	Len Sanderson – State Highway Administrator, NCDOT

Troy Peoples – Head of Traffic Engineering Division, NCDOT

	Public Involvement:
	No direct public involvement, but through representatives of the local agencies and MPO’s responsible for traffic signal operations and maintenance.

	Mission Statement Development:
	Prove the benefits of: 1) Traffic signal system preventive maintenance;              2) Optimized traffic signal system timing.   Adapt the presentation “Creating a Vision for Operations” by Vincent Pearce, FHWA Operations – Office of Travel Management, presented December 13, 2000 at Raleigh, NC.

	Development of Performance Goals:
	Develop a definition for Levels of Service A-F using the guidelines endorsed by industry:  1)  Traffic Signal Installation and Maintenance (ITE); 2) NCHRP Synthesis 245 – Traffic Signal Control Systems Maintenance Management Practices (TRB).

	Inventory of Existing Functions and Services:
	Performed for approximately 8000 signalized intersections statewide, dividing the systems into classifications as follows:  1) Time-based systems; 2) Closed loop systems (existing, under construction, and programmed); 3) Additional Municipal Computerized traffic control systems.

	Use of Existing Organizational Structure Information
	Inventoried and assessed the existing organization structure for traffic signal system operations and maintenance.

	Incorporation of Additional Functionality Or Services:
	Identified additional staffing and funding from Surface Transportation Program (STP) funds and other sources needed to obtain “Good” level of service.

	Lessons Learned From the Process:
	32. Local agency support is needed to prove the benefits of good traffic signal operation and maintenance practice, and gain needed legislation and funding to increase the level of performance.

33. There is no substitute for operations and maintenance staff performing visual inspections and “riding” the systems on a regular basis, doing preventive maintenance, and checking items such as loops, wiring, grounding, and signal timing.

	Start-To-Finish Time Frame for Plan Development:
	July, 2000 to September, 2001 for development of report, with implementation ongoing.

	Contact Information:
	Troy Peoples, NCDOT State Traffic Engineer,

TPeoples@dot.state.nc.us, (919)733-3915  

Greg Fuller, NCDOT Assistant State Traffic Engineer, 

Gfuller@dot.state.nc.us, (919)733-8021


	Additional Information Available:
	34. Report, “North Carolina Traffic Signal Operations and Maintenance Practices.

35. Website: http://www.itre.ncsu.edu/ncsite/documents_NCDOT.html 

36. NCDOT Signal Standards: http://www.doh.dot.state.nc.us/preconstruct/traffic/tmssu/ws/default.htm 


	State:
	Washington Department of Transportation

	Name of Plan:
	Technology Solutions for Transportation Operations – WSDOT’s Strategic Plan for Intelligent Transportation Systems

	Description of Plan:
	An update of a strategic ITS Plan that was last presented in 1993.  Their were several purposes for updating the plan:

· Develop a new vision

· Plan for new technologies

· Get stakeholder involvement

· Focus on Federal and State funding opportunities

· Emphasize more ITS operational technologies

· Set statewide ITS priorities

· Integrate ITS elements into the capital construction program

	Plan Status:
	The ITS Strategic Planning effort was started approximately in October, 2002, and a review draft document dated October, 2003 was available.  WSDOT plans to finalize the plan in the spring of 2004.

	Functions Covered:
	The WSDOT ITS Strategic Plan covers the following areas of Transportation Operations:

37. Congestion Management

38. Maintenance and Construction – traffic management to minimize impact

39. Incident Management

40. Transit Management

41. Freight Mobility

42. Data Management

43. System Safety

44. System Security

45. Traveler Information

	Structure Set Up to Develop the Plan:
	An ITS Statewide Plan Committee was set up to develop the plan.  Criteria for committee membership included:

· Relationship to the implementation of ITS projects

· Experience dealing with programming of capital and operational projects

· Experience with deploying and or operation of ITS technologies

· Experience and participation in the development of the Architecture and/or the Communications Plans

· Knowledge of Federal and state requirements

The group of committee members that were chosen because each meets some or all of the criteria above and represent the following offices and agencies:

· Transportation Planning office at the state and regional level

· Planning and Programming office

· Safety and Security interest

· Expertise in ITS implementation

· Expertise in ITS Federal and State Requirements

· Operations and Maintenance

· Design Office

· Office of Information Technology

	Steps Involved in Developing the Plan:
	46. Set up the Statewide ITS Plan Committee 

47. Develop an ITS vision statement with high-level goals 

48. Identify the logical emphasis areas of Transportation operations and applications of ITS technology

49. For each area of emphasis, identify strategies for implementation, focusing on the Market Packages of the National ITS Architecture.

50. Establish performance criteria for each proposed ITS initiative for implementation.

51. Develop capital and operating cost estimates for each WSDOT region.  

52. Prioritize the list of projects for implementation.

53. Coordinate and integrate the ITS Strategic Plan into other WSDOT statewide planning efforts:  a)  Statewide Transportation Plan;  b)  Highway Systems Plan;  c)  Traffic Operations Plan;  d)  Ferry Systems Plan;  e)  Airport System Plan;  f)  Rail Plans;  g)  State Air Quality Improvement Implementation Plan;  h)  Regional Transportation Plans (14 MPOs);  i)  Statewide Transportation Communications Plan;  j)  Freight Plan.

	Stakeholders Involved:
	High-level WSDOT headquarters staff in planning, traffic, ITS, highway operations, design, IT, freight, and communications.  High-level representatives in operations and the State police in each WSDOT region.  Strategy evolved to adopt a gobal viewpoint, and to leave details of regional architectures to local agencies.

	Champions To Facilitate Consensus Building:
	WSDOT Secretary: Doug MacDonald

WSDOT State Traffic Engineer: Toby Rickman

WSDOT Director of Maintenance and Operations: Sue Leoppard

	Public Involvement:
	One of the largest public agencies involved is the Puget Sound Regional Council.  Other MPO’s among the state’s 14 planning regions are also involved.

	Mission Statement Development:
	The vision of ITS in Washington State is to implement appropriate technologies and partnerships that enable us to provide optimal mobility, transportation efficiency, safety, transportation security, productivity and promote economic prosperity and livability.  Applying technology to transportation will allow us to:

· Actively manage the transportation system to improve efficiency

· Improve the safety of the transportation system

· Measure and monitor transportation system performance

· Provide transportation system users with information


	Development of Performance Goals:
	Performance measures for each initiative remain to be completed as of October, 2003.   The work will be assigned to respective subcommittees for each area.  WSDOT has published their philosophy on performance measures, which includes the following guidelines:

· Use real time measurements (rather than computer models) whenever possible. 

· Measure congestion due to incidents as distinct from congestion due to inadequate capacity.

· Show how reducing congestion caused by incidents improves travel time reliability.

· Demonstrate both long-term trends and short-to-intermediate term results.

· Communicate possible congestion fixes using an "apples-to-apples" comparison with the current situation (for example, if the trip takes twenty minutes today, how many minutes shorter will it be if we add a freeway lane or improve the interchanges?)

· Use plain English to describe measurements. 

	Inventory of Existing Functions and Services:
	The WSDOT ITS Plan is being developed in parallel with the Regional ITS Architectures, which include an inventory of functions and services.

	Use of Existing Organizational Structure Information
	N/A.  Current draft of ITS plan does not address staffing plan.

	Incorporation of Additional Functionality Or Services:
	The strategy of the WSDOT ITS Committee in developing their plan was to follow the National ITS Architecture and Market Packages for development of services desired in the various regions of the state.

	Lessons Learned From the Process:
	54. Think globally at the highest level, and do not make your stakeholder group too large.  WSDOT had to scale back on the formation of its stakeholder group so as not to include too many participants at the local level.   When the group became unmanageable, it was decided to focus more on policy and strategy guidelines that would be a model for regions to follow.

55. Develop the Statewide ITS Plan and Regional ITS architectures as a parallel process to avoid overlap of efforts.

56. For soliciting desired functions in regions, provide choices that mirror the National ITS Architecture Market Packages.

	Start-To-Finish Time Frame for Plan Development:
	Approximately 18-20 months, with a start date of October, 2002, and an anticipated finish date of April-June of 2004.


	Contact Information:
	Toby Rickman – State Traffic Engineer, 

Rickman@wsdot.wa.gov  (360-705-7280)

Pete Briglia – State ITS Coordinator, 

brigliap@wsdot.wa.gov  (206-543-3331)

Sandra Pedigo-Marshall – State Traffic Planning, Policy, and Safety Manager,

PedigoS@wsdot.wa.gov  (360-705-7283)

	Additional Information Available:
	57. Draft report, Technology Solutions for Transportation Operations – WSDOT’s Strategic Plan for Intelligent Transportation Systems

58. Congestion Page linking to accountability and quarterly performance report on traffic issues:  http://www.wsdot.wa.gov/traffic/congestion/default.htm
59. Highway System Plan Document most closely resembles a traffic operations business plan: http://www.wsdot.wa.gov/ppsc/hsp/pdf/HSP-2003-2022.pdf 

60. Report: “An Overwhelmed Transportation System”, http://www.wsdot.wa.gov/accountability/overwhelmedtransportationsystem.pdf
61. State Transportation System Communications Plan: http://www.wsdot.wa.gov/biz/atb/pdfs/comms_final.pdf 


	State:
	California Department of Transportation – CalTrans

	Name of Plan:
	Transportation Management System (TMS) Master Plan

	Description of Plan:
	Presents and makes a case for a business viewpoint of the transportation system, stating that the role of CalTrans and local partner agencies is to improve the productivity of the transportation system and restore lost capacity.   A successor to the study, “Traffic Operations Strategy (TOPS)” report submitted to the California State Legislature in 2000.   The TMS report summarizes the Department’s action plan for core processes and describes the expected benefits for more effective system management and improved business processes.  The plan recognizes that a revolution in the way the Department does business is necessary.  

	Plan Status:
	The draft report is currently undergoing a process of high-level review in the new California Governor’s administration.

	Functions Covered:
	The TMS plan categorized functions that needed to be addressed on a consistent statewide basis in order to improve the efficiency of the Transportation Management System:

62. TMS Field Elements.  Leverage the investments in this component of the TMS infrastructure by addressing: a) Equipment Reliability; b) Coverage; c) Technology Options.

63. Software Systems for TMS.  Move toward uniform standards across districts that will allow, for example, ramp metering systems to be integrated with arterial signal system operations.

64. Coordination with regional and local partners.   CalTrans must work closely with regional and local agencies to evaluate the impacts of TMS strategies on local roads and streets and mitigate them as appropriate.  Moreover, under current State law, 75 percent of the State Transportation Improvement Program (STIP) is under the control of the regional agencies.

According to the TMS Master Plan, the above functions serve as the fundamental tools for improving the productivity of the transportation system.  The tools establish the framework for improvement by means of the following specific processes:

· Traffic Control – strategies on expressways and arterial streets such as ramp metering and freeway-arterial signal coordination

· Incident Management – advanced technologies to expedite incident detection, verification, and clearance.

· Advanced Traveler Information Systems – promising new technology that can help build a partnership between transportation agencies and the public.

· Transportation Management Centers – Establishing an integrated environment of data collection for daily and emergency operation.


	Structure Set Up to Develop the Plan:
	A three-tier committee and working group structure was set up for  plan development:

· Policy Advisory Committee: A committee was formed to provide policy guidance to the Department in its efforts to develop the TMS Master Plan.  The committee included management representatives from the Department (e.g., planning, operations), the Califirnia Highway Patrol (CHP), regional agencies, county agencies and other stakeholder groups.  The group met to discuss updates on the project and provide feedback and direction to the Department.

· Steering Committee: A second committee was formed to provide management oversight and strategic direction to the TMS Master Plan team.  The committee included district representatives from the Department’s Division of Traffic Operations and CHP.

· Working Groups: Several working groups were formed to discuss more detailed technical issues and potential solutions.  The groups included the Department’s day-to-day practitioners in TMS, Department planning and maintenance representatives, CHP, as well as regional and local agencies as appropriate.



	Steps Involved in Developing the Plan:
	65. Provide legislative input to make the development of a plan to address best operation of the Transportation Management System a California law, with special state funding provided for plan development.

66. Hold Regional Meetings.  The Department held five meetings around the State (in San Diego, Los Angeles, Oakland, Fresno, and Sacramento) to discuss system management as a whole and the TMS in particular.  In each case, the Department’s staff and representatives presented the steps for developing the Master Plan and obtained advice and guidance from a variety of stakeholders.

67. Current TMS processes were reviewed and shortcomings and opportunities for improvement were identified.

68. A business planning strategy was proposed to develop the blueprint for each TMS process.

69. A performance measurement effort was proposed to devise a framework to track and report on each TMS business process and therefore establish accountability.

70. A financial plan was made to stage the TMS Master Plan implementation based on expected benefits and funding scenarios.

71. A standardization plan to ensure consistency among districts and partners, and leveraging technology advances.


	Stakeholders Involved:
	Stakeholders included:

· CalTrans Officials (Operations, Planning, Policy, Finance, IT, Traffic)

· California Highway Patrol

· Regional agencies, including Metropolitan Planning Organizations and Regional Transportation Planning Agencies.

· Local agencies such as City and County Transportation Agencies

· Private sector participants, such as value added resellers (VAR) and Information Service Providers (ISP) for traffic information.

	Champions To Facilitate Consensus Building:
	The plan had the highest level of endorsement by the Governor and State Legislature.   The main facilitators within CalTrans were headquarters officials in the Operations Planning Division.

	Public Involvement:
	The public was involved indirectly through representation by their MPO’s and local officials.  There are a significant number of voters that favored the legislation addressing congestion relief, as a significant number of regional agencies have approved their own local sales tax and bond fund initiatives that are dedicated to congestion mitigation.

	Mission Statement Development:
	The TMS Master Plan business approach has evolved over many years as CalTrans has witnessed growing congestion and the matured expansion of their surface transportation system.  As opposed to a mission statement, CalTrans has made a commitment to system management as an overall way of doing business, and recognizes that operational business processes are a critical component of the TMS approach.

	Development of Performance Goals:
	Have a well-established set of performance measures developed for freeways by the California PATH program (referenced below).  One of CalTrans’ high level policies has been stated: “The Department is committed to integrating performance measurement into every aspect of planning and operations so that stakeholders understand current system performance, future scenarios, and system management options.  As part of performance measurement, the Department will report regularly on the benefits achieved to provide accountability at every level.”  Other areas with specific performance goals:

· At least a 20-percent reduction in congestion statewide and a commensurate increase in freeway productivity by restoring lost capacity.  

· Travel reliability (mobility) or predictability improvements of at least 20 percent (benefiting commuters and truckers alike).

· Increased safety on California highways.

· Improved ability to respond to natural disasters.

· Better security preparedness, as the Department is able to monitor almost every mile of the urban freeway system and eventually key interregional corridors.

	Inventory of Existing Functions and Services:
	Inventory at State level performed as part of the TOPS plan completed in 2000.  The inventory of systems and services, referenced as the Intelligent Infrastructure, remains an on-going effort of development of regional architectures.


	Use of Existing Organizational Structure Information
	CalTrans feels that significant operational improvements are possible without the addition of new staff.   The key to the improvements lies in better coordination of operations between CalTrans and local and regional agencies. 

	Incorporation of Additional Functionality Or Services:
	Not addressed.

	Lessons Learned From the Process:
	72. Without reliable system detection, sound transportation management system decisions cannot be made.  This is why System Monitoring and Detection is the foundation of the CalTrans “Triangle” for system management framework.

73. Regions need top-level operations agreements.   Issues such as ramp metering control cannot be decided by local agencies.

74. CalTrans has evolved to the point that it controls only 10% of the traffic signals on state routes, and should seek to exert policy control through meaningful partnerships with local agencies, vs. struggling for actual day-to-day control of the regional systems.

75. There is room for resolving significant inefficiencies in the existing systems and processes, without increasing current staffing.

	76. Start-To-Finish Time Frame for Plan Development:
	77. Ongoing since early 2001.  Draft plan under high-level review as of November, 2003.   Plan for annual progress updates.

	Contact Information:
	Robert Copp, CalTrans Central Operations, Headquarters, and Pooled Fund TMC project champion, robert_copp@dot.ca.gov , (916-654-6912)

John Wolf, CalTrans System Operations Planning, Headquarters,  John_Wolf@dot.ca.gov, (916-654-2627)

	Additional Information Available:
	78. Governor’s Congestion Relief Plan ( a formal program that solicits capital projects for congestion improvement statewide: http://www.dot.ca.gov/tcrp/ 
79. Draft copy of TMS Master Plan, October, 2003

80. Traffic Operations Strategy TOPS Report:  http://www.dot.ca.gov/hq/traffops/reports/TOPS_report.pdf
81. System performance measurement document that includes operations:

http://www.dot.ca.gov/hq/tsip/tspm/tspmpdf/pm12_01shpfinal.pdf#xml=http://www.dot.ca.gov/cgi-bin/texis/webinator/search/xml.txt?query=Freeway+performance+measures&db=db&pr=default&order=r&id=3f7e4d142



	State:
	Minnesota Department of Transportation

	Name of Plan:
	Fiscal Year 2004-2005 Department Business Plan

	Description of Plan:
	· The primary goal of the plan was to describe the financial needs of the Department to the legislature. The Department and the CFO wanted to be able to demonstrate to the legislature why they needed a specific amount of money for a particular service in plain language that was directly tied to performance measures, customer expectations, and trend information.

	Plan Status:
	· The plan was completed on October 15, 2003. Revisions to the plan were made to make it more supportive of the new administrations priories and investment objectives. The revised plan will go before the Commissioner for approval on December 15, 2003. Once the plan is approved, it can be released to the public.

	Functions Covered:
	All functions within the Department are covered.

	Structure Set Up to Develop the Plan:
	· Two Project Managers – initially there was only one project manager assigned but an additional person was assigned early in the process. Having two project managers was described as “a lifesaver” because in addition to distribution of the workload the project managers frequently brainstormed with each other enabling them to be more productive.

· Steering Committee – composed of eight high-level staff members who got together periodically to provide input. The members of this committee were primarily the Assistants to the Division Directors.

· User Group – a group of six to seven key experts that represented a cross section of the Department. This was the primary work engine for the development of the business plan. They met frequently in the early to middle part of the development process. Members of this group were primarily administrative managers who represented each of the Divisions (also known as Groups).

	Steps Involved in Developing the Plan:

Steps Involved in Developing the Plan:

(continued)
	The process for developing the plan was a bottom up process.

82. Determined what information was available to the Department. 

· Looked internally to determine “what do we know about ourselves.” 

· Looked at existing customer research from previously completed market studies, task forces and surveys to determine what customers were satisfied with and what they were unhappy about, as well as what services were most important to them.

· Looked at trend information including pavement condition and demographics such as the age of drivers.

83. Brought 100 managers from all the Districts together to explain to them the purpose of the business plan and to develop investment guidelines including resource deployment priorities. They broke into teams and discussed what they wanted the guidelines to be. For example, what key investments should be based on and what the assumptions would be for the design build program, the consultant budgets, or when determining LOS priorities. In side meetings, they also determined the members of the user group and steering committee.

84. Each of the forty five business units within the department prepared a piece of the plan

· A template was provided for them to follow to describe their fiscal and human needs

· Once these plans were completed they were forwarded to the Division Director for the Division (also known as a group) over that business unit. There are six Divisions within Mn/DOT including District Operations and Operations, Safety and Technology (see attached Organization Chart for details).

85. The Division Directors were then responsible for compiling, reviewing and analyzing the plans developed by the business units and rolling them into a Group (Division) plan. As part of this process, they were responsible for validating whether the needs submitted by the business units were true needs that the Department would support.

86. The plans were then forwarded to the User Group to roll into the Department Plan. 

	Stakeholders Involved:
	They involved other departments such as the Department of Finance. They also made contact with local agencies through the State Aid Division.

	Champions To Facilitate Consensus Building:
	Each of the steering committee and user group members were “passionate” about what they wanted to incorporate into the Plan. They each represented the needs of their areas well. The project manager had the task of balancing these needs with the overall needs of the Department. If consensus couldn’t be reached they went to the Commissioners staff for guidance.

	Public Involvement:
	The public was not involved directly but information from existing market research was incorporated into the planning process.

	Mission Statement Development:
	They began with a mission and purpose statement and objectives. However, what they wanted to tackle and what was possible to tackle within one cycle were different. Each cycle (every 2 years) of business plan development in the future will piggyback off the previous plan in terms of meeting the mission and objectives.

	Development of Performance Goals:


	They used customer feedback and information about statewide trends to help determine goals and performance measures. Information already available from market research previously done by the department was used to determine what customers liked and didn’t like and what services they thought were most important. They also tied trend information such as changes in demographics and pavement condition to performance measures. The Business Plan also incorporates performance measures from the Statewide Transportation Plan. The 20-year Statewide Transportation Plan establishes 10 policies and 41 measures and indicators that are intended to guide creation of district plans and modal plans (Aeronautics, Transit, Rail, etc). The Statewide Plan sets 6-, 10-, and 20-year performance targets. The Business Plan sets achievable 2-year targets for reducing the gap on selected measures. For example, the amount of investment needed to bring the level of congestion in the Metro area up to the target level would be phenomenal so it was necessary to reassess the goal in order to determine how it would be possible to “chip away” at the problem within the 2-year time frame.  A diagram (pyramid) that describes Mn/DOT’s multi-level performance framework is included for reference at the end of this summary. This diagram illustrates the alignment of levels from planning to operations using Mn/DOT's strategic initiative to improve interregional corridors.

	Inventory of Existing Functions and Services:
	Instead of interviewing each of the business units to gather information for the inventory Minnesota developed a database in Access and sent portions of it to each of the business units to fill out the information. They then rolled this into a complete database that was organized into four levels each increasing in detail: 

· Product line – high level categories such as serving state roads, serving local roads, multi modal, non-highway, and general support

· Budget Activities – under the product lines there were eleven budget activities such as construction, maintenance, electronic communications

· Product Services – under the budget activities were the product services. These were more tangible. For example, under maintenance there were two services: clear roads and smooth roads.

· Core Activity – under each product service there were core activities. This was the specific activity that would be used to fill out a time sheet. For example, for maintenance under the clear roads product service there were snow and ice removal, and maintaining roadway surface core activities.

	Use of Existing Organizational Structure Information
	Information about the existing organizational structure was available (Figure).

	Incorporation of Additional Functionality Or Services:
	The Business Plan wasn’t based entirely on the existing structure. It was necessary to “recast the mold”. The plan needed to be dynamic.

	Lessons Learned From the Process:
	The business plan was originally intended to demonstrate to the legislature the need for additional money to provide services. They were ¾ of the way through the process when the new budget numbers came out. The Plan was the “biggest tool” used to shift gears to determining where to take reductions. It allowed them to point to areas where cuts were possible and to defend other areas from cuts.

	Start-To-Finish Time Frame for Plan Development:
	They started the process at the end of January 2003 and completed the plan by October 2003. The revised plan will go before the Commissioner for approval on December 15, 2003. 

	Contact Information:
	Judy Schmidt, 

Project Manager for the Business Plan Development

507-285-7360

	Additional Information Available:
	Statewide Transportation Plan: http://www.dot.state.mn.us/information/plans/20yearplan/plan.html


Additional References:

Mn/DOT Organizational Chart
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Minnesota DOT Business Plan
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	State:
	New Jersey Department of Transportation

	Name of Plan:
	ITS Strategic Deployment Plan

	Description of Plan:
	The Plan outlines the NJDOT ITS program and how ITS technologies will be deployed. They had previously developed an ITS Master Plan in 1994, but this document was not useful because it was too comprehensive. The goal for the Strategic Deployment Plan was to provide a more condensed (only 9 pages), less detailed document that would describe how to strategically spend the limited amount of money available more efficiently.

	Plan Status:
	The Plan was completed in May 2003.

	Functions Covered:
	The Plan covered ITS functions and also traffic operations functions that that were not covered anywhere else in the Department.

	Structure Set Up to Develop the Plan:
	There was no formal committee formed. A team was assembled that met approximately six times during the six months that it took to develop the Plan.

	Steps Involved in Developing the Plan:
	1. Assembled the team

2. Conducted an informal inventory –they looked at was currently being done, what needed to be done and what they did not want to do any longer. They also considered what they would like to do that hadn’t been done previously.

3. After brainstorming about what they wanted to do, they put these ideas in functional categories such as ITS Maintenance, and Incident Management.

4. From the list of ideas grouped in functional areas they developed objectives. For example, they used the specific project ideas such as “complete and maintain county diversion plans and evacuation plans” to develop the overall objective for Incident Management.

	Stakeholders Involved:
	ITS Design staff, MPOs, representatives from Federal Highways, Traffic Operations staff, Maintenance Department staff

	Champions To Facilitate Consensus Building:
	The MPOs were the consensus builders during the development of the Plan.

	Public Involvement:
	The public was not involved directly in the process. The MPOs represented the interests of the public. They were also aware of public opinions from the correspondence that the Department received. One of the underlying philosophies was that the plan was not just for the NJDOT but also for the public. If the public was not satisfied, then funding projects would be difficult. 

	Mission Statement Development:
	The Department had developed mission statements for each division prior to the development of the Plan. The mission statement was useful for refocusing the team when they got off course.

	Development of Performance Goals:
	Incident delay and duration are the two measures that are used by NJDOT to measure the effectiveness of the ITS program. 


	Inventory of Existing Functions and Services:
	Since ITS and Traffic operations are centralized it wasn’t necessary to conduct a formal inventory. They were able to list all of the functions and services based only on the input of the team members.

	Use of Existing Organizational Structure Information
	At NJDOT ITS and Traffic Operations is centralized. Originally, Traffic Operations was handled as part of District operations but early on they realized that it wasn’t possible to provide consistency when every District was “doing their own thing”.

	Incorporation of Additional Functionality Or Services:
	They decided to add 511 as one of their services. It was the largest area that they were not involved in prior to the Plan that they decided to enter.

	Lessons Learned From the Process:
	Initially, they underestimated the value of having a plan relative to the rest of the Department’s operations. Before they had the Plan, they had problems with resistance to putting pieces of ITS technology into brick and mortar projects. By incorporating the Plan as a checklist that every project must address, they have been able to mainstream ITS projects into traditional projects.  All projects are now required to address whether they are consistent with the Plan.

	Start-To-Finish Time Frame for Plan Development:
	8-9 months

	Contact Information:
	Kurt Aufschnieder, 

NJDOT, (608) 530-4690

	Additional Information Available:
	“Intelligent Transportation Systems Strategic Deployment Plan”


Summary of Findings from Best Practices Interviews

A summary of the findings from the Best Practices Interviews are grouped by the following four areas, judged to be of key importance:

2. Nationwide Status of Business Planning for Traffic Management and Operations 

· Approaches to integrate planning for Operations and Management into long-range transportation planning are still in the early stages of development for most Departments of Transportation nationwide.  

· CalTrans was one of the earliest agencies to realize that the Plan-Design-Build emphasis had to shift to Transportation System Management (even before the term “ITS” was coined).  The ISTEA and TEA-21 legislation that brought about Federal funding incentive for State ITS programs allowed other agencies surveyed to develop a dedicated group in their organization that could focus on short and long-term investments to enhance the safety and efficiency of transportation operations.

· The outstanding North Carolina DOT signal maintenance and operations program demonstrates that planning for operations and maintenance can be a traffic engineering function and not an exclusive domain of an ITS program.  However, operations planning appears to be growing out of ITS programs for most other state DOTs.  

· Two agencies surveyed (Minnesota and Florida) are starting high-level business planning at the department level.  While the business plan for the Minnesota DOT was department-wide, the Florida DOT is encouraging individual sections within the department to develop their own business plans.

3. Varying Organizational and Structured Plan Approaches to Planning for Management and Operations.

· The successful plans of agencies interviewed had the common theme of top-level champions combined with broad-based consensus from multiple stakeholders

· While it’s possible for the most basic of plans for operations to be developed in-house with a modest stakeholder organization (New Jersey example), achieving the most broad-based support for operations planning has been demonstrated by extra initiatives such as starting with the legislative process to have a state mandate (CalTrans), encouraging involvement by private sector participants ( Florida, through the ITS Florida organization), professional organizations (North Carolina and its chapter of the Institute of Transportation Engineers), and having a multi-tiered stakeholder organization (Florida, CalTrans).

· When a more global viewpoint is used (Washington DOT), planning necessarily takes place more at the policy level, and stakeholder organization must be limited to the highest levels.

4. Approaches for Accountability and Setting Performance Measures

· Performance measure consensus is most readily obtained when there are published documents, for example the North Carolina DOT’s use of NCHRP Synthesis 245 for their traffic signal program, and CalTrans’ published document on Freeway Performance Measurements.

· Continued discussion on performance measure concepts can and should take place after plans are in place (for example, the workshop sponsored in Florida).

· Performance measures can be an element of program goals, for example, CalTrans’ goal to reduce congestion statewide by 20 percent, and restore lost capacity as a result.

5. Key Lessons Learned, and Applicability for WisDOT

· A recurring theme from the State DOTs surveyed was that an agency must realize and plan within the limits of influence that it has over transportation operations.  Gaining additional influence is a slow and long-range process best achieved by having high-level champions and a broad based stakeholder organization covering every facet of transportation operations.

· Pro-active innovation and outreach must be used to involve and reap benefits from the private sector in operations management.

· Just as important as the best use of technology, correcting underlying inefficiency through top-level, regional operations agreements should not be overlooked.

· Even with a high mandate from voters to address congestion, statewide, regional, and local political resolve is still required to take the needed steps to achieve improvements and recover lost capacity.

Appendix A

WisDOT State Traffic Operations Plan

Best Practices Scan Interview Questions

Name of Contact:


Organization:


Position:

The Wisconsin Department of Transportation Bureau of Highway Operations (WisDOT – BHO) is in the process of preparing a Statewide management and business plan for Traffic Operations and Intelligent Transportation Systems.  WisDOT seeks to gain knowledge form this study on the best practices used and lessons learned from other State Departments of Transportation (DOT’s).   A principal reason behind this initiative by WisDOT is the recent emphasis on Management and Operations (M & O) by the Federal Highway Administration and the in the current Transportation Funding reauthorization (TEA 21 Reauthorization, and the proposed SAFETEA).  

1. Does your agency have a plan that addresses Traffic/ITS Management and Operations, either as part of a state long-range transportation plan, or a standalone plan? If not, has your agency developed a business plan for another area of operations such as traffic signals or maintenance?

2. What is the status of your plan? (Completed, update in progress, internal review, started with a planned completion date and horizon year)?

3. What functions are covered by the plan?

4. What type of structure or committee was set up develop the plan?

5. What steps were involved in developing the business plan?

6. What types of stakeholders did you involve, both inside and outside of your agency?

7. Who were the champions to facilitate consensus building? What were their roles?

8. How and when did the public become involved?

9. Did you have a mission statement when plan development started? Did it have to be modified?

10. Did you have measurable performance goals (mutually agreed-upon criteria for a successful approach, process, and plan) before you started? If not, how did you develop these?

11. Did you have to perform an inventory of existing functions and services? How was this done? Were any difficulties encountered?

12. Did you have current organizational structure information? Did it fit the functions and services you wished to provide?

13. Did your business plan address functionality/services that you don’t provide but wish to?

14. What lessons were learned from the process including

a. Difficulties encountered and how were they dealt with 

b. Achieving cooperation and coordination between different departments and agencies

15. What was the start-to-finish time frame for developing a business plan?
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