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Executive Summary

Traffic Operations Plan, Business Plan, Volume II, Strategic Plan, provides a more detailed breakdown of the solutions into projects, with estimated resources, schedules, and recommendations for execution.  The State of Wisconsin and traffic operation staff now have a plan that provides direction and validation that activities are being carried out in a prioritized resourceful manor.  Other noteworthy benefits of the Traffic Operations Plan (TOP) and the recommendations in Volume II include:

· Immediate implementation with minimal fiscal or staff resource impacts

· Provides a foundation for future traffic operation business planning

· Provides measurable objectives to help track delivery of services

· Provide flexibility to further prioritize recommendations based on department initiatives or business needs.

The strongest observation of the TOP development team is need for a paradigm shift with traffic operations in WisDOT.  Traffic operations is starting to, and needs to continue evolving into more than a support role to other department activities, such as project development.  This observation is consistent with recent FHWA operations initiatives, as well as recent changes in other state DOTs programs.

TOP “Critical” Projects

From the twenty-two (22) solutions developed in Volume I, there are a total of sixty-eight (68) projects produced by the TOP development team.  These projects and recommendations are broken into five priority categories.  Twelve (12) of the 68 projects are recommended by the TOP development team as “critical”, and should be considered for initial implementation of the traffic operations business plan.  These 12 projects, assigned to classifications for presentation are as follows:

ENGINEERING

· Develop Special Events Management Plan

· Define Statewide Operations Infrastructure & Determine Strategic Plan Components

· Develop Maintenance Management Concept Document

· Statewide Traffic Incident Management Initiative

DATA & INFORMATION MANAGEMENT

· Develop Data Archive Concept Document

· Performance Measurement & Monitoring System Concept & Requirements

· Develop Data Collection Concepts & Recommendations

INSTITUTIONAL SUPPORT

· Prepare Statewide Concept of Operations of Corridor Management

· Establish Traffic Ops. Business Plan Support Team

· Develop Policy Statements for Connections 2030

· Identify Traffic Operations Needs in Corridor Management

· Develop Department-Wide ITS Concept of Operations

Presentation - TOP “Critical” Projects

These 12 “critical” projects were presented to WisDOT operation managers and executives to further prioritize the first business plan initiatives for traffic operations.  This included presentations to the Systems Planning and Operations Managers on March 09, 2005 and the Highway Operations Executive Group on March 14, 2005.  Throughout the business planning process in Volume I, the existing WisDOT operations initiatives relevant to these managers and executives have been identified and tracked.  These relevant initiatives are as follows:

WisDOT Operations Initiatives

· Strategic Highway Safety Plan

· Transportation Security & Emergency Response Plans

· BHO - COMPASS

· DMV Oversize Permits

· Connections 2030

· ITS Program Management Task Force

· Highway Operations Infrastructure Maintenance Business Plan & Model

· Highway Operations Interoperability Study (OJA Coordination)

· NW Passage & SE Region Concept of Operations

· Transportal – UW-Traffic Lab

· Operations Information System (OIS)

The most prevalent relationships between the TOP “critical” projects and the WisDOT operations initiatives were presented.  The presentation confirmed the relationships and further revealed the priorities of the “critical” projects.  The relationships presented and the priorities of the managers and executives are illustrated in Figure E.1 (page 4).  Of the 12 “critical” projects recommended by the TOP development team, the following six (6) were recognized by managers and executives:

ENGINEERING

· Develop Special Events Management Plan

· Statewide Traffic Incident Management Initiative

DATA & INFORMATION MANAGEMENT

· Performance Measurement & Monitoring System Concept & Requirements

INSTITUTIONAL SUPPORT

· Develop Policy Statements for Connections 2030

· Identify Traffic Operations Needs in Corridor Management

· Develop Department-Wide ITS Concept of Operations

TOP Implementation - Next Steps

Good support and relationships were identified through presentation of TOP “critical” projects to the managers and executive group.  Traffic operations should feel confident that implementing supporting projects is the first steps to meet the TOP Business Plan objectives established in Volume I, while simultaneously supporting the manager biennial goals and other WisDOT operations initiatives.  Upon collecting what was heard at these presentations by the TOP development team, the follow should be considered as the first of several steps to implement the first edition of the TOP Business Plan:

· Asset management and the need of information to support decisions is critical to all.  Perhaps the highest ranking project of managers and the executive group was Performance Measurement and Monitoring System Concept and Requirements.  

· Traffic operations can assist in activities underway with transportation security and emergency response.  It was suggested by the executive group that Develop Special Events Management Plan be scoped with the Statewide Traffic Incident Management Initiative.  

· The SPO managers recently established biennial goals for operations.  The project scopes of Develop Policy Statements for Connections 2030 and Identify Traffic Operations Needs in Corridor Management were recognized strongly by the managers.  There may be value from combining these project scopes.

· There is much activity underway by central office and regional office staff to establish with the Board of Directors what the ITS program should be.  The project Develop Department-Wide ITS Concept of Operations would be a timely continuation of this activity.

While it may have not been clearly recognized by the managers or the executive group, the project Establish Traffic Ops. Business Plan Support Team is the most important of all.  This will establish a point of accountability to assure the TOP Business Plan projects are moved forward, and provide the assurance that subsequent editions of TOP are performed for traffic operations.

FIGURE E.1: TOP Relationships Table



1. Conclusions and Recommendations

Developing the first State Traffic Operations Business Plan for Wisconsin DOT was an intensive effort.  Everyone involved recognized the need for, and participated in, multiple steps to complete this plan.  Wisconsin DOT can now feel confident about which traffic operations strategies and initiatives to implement, and where to invest their time and resources.  Development of this initial plan led to the examination of virtually all aspects of traffic operation functions within Wisconsin DOT.  Many conclusions have been reached as a result of this initial plan.  These conclusions lead to solution-oriented recommendations for Wisconsin DOT to consider.  The resulting twenty-two (22) solutions are further broken down into projects (68) with initial schedules and resource estimates.  A complete description for each solution and its associated projects can be found in Appendix A.  These descriptions include all assumptions, project scope, initial resource estimates in manpower and costs and proposed timelines.  Appendix B provides summaries of resource estimates for each project.  

Appendix C provides a detailed implementation schedule to illustrate the sequencing of projects.  This schedule originated from the solution prioritization part of the process, completed and documented in State Traffic Operations Plan, Business Plan, Volume I.  This schedule was developed to identify dependencies between solutions and projects and to provide an indication of resource needs based upon implementation timelines.  A business plan start date of April 4, 2005 was assumed in timeline development and the schedule is carried only to July 1, 2008.  These schedule dates do not cover the entire business plan horizon but were chosen to provide a beginning baseline that can be modified by WisDOT as implementation decisions are made and the business plan is modified to reflect actual events.  This business plan is dynamic and will evolve over time, consistent with the overall department’s strategic direction, goals, and service delivery requirements. 

1.1 Conclusions

· Recognizing the need for a business plan for traffic operations functions within Wisconsin DOT was the first step in assuring that all activities will be carried out in a prioritized, resource efficient manner.

· The completion of this initial plan was a major step in the on-going improvement in efficiency and effectiveness of the functions within the Department related to traffic operations.

· Attainment of the goals and objectives identified by this plan will insure improved delivery of services to the customers dependent upon the traffic operations functions of the Department.

· Measurement of the progress made toward the achievement of the established goals and objectives will be essential to the success and accountability of traffic operations business functions in Wisconsin DOT.

· Continued internal communications at all levels of the department will be crucial to the on-going maturity of the strategies developed by this plan, and to the successful achievement of the goals and objectives set forth in this plan.

· Many solutions identified by this plan are complex and will require multiple programmatic and project initiatives to progress toward achievement of the established goals and objectives.

· Programmatic and project implementation of many of the solutions necessary to achieve goals and objectives of this plan have dependencies upon achievement of other solutions.  These dependencies will also require coordination and cooperation with entities outside of the traffic operations work units of Wisconsin DOT and even entities outside of WisDOT.  These dependencies require that critical path methodologies be employed in the further development of programmatic and project activities.  

· Many of the solutions defined by this plan could begin implementation immediately, with minimal impact on the financial or human resources of the department and traffic operations functions.  

· Examination and evaluation of the estimates of necessary resources, both internal and external manpower and fiscal requirements, indicates that attempting to implement all solutions is not likely, nor practical. 

· Business planning for the traffic operations activities of the department must be an on-going process for benefits of the planning efforts to be recognized by achievement of the established goals.  The business plan is a living tool, which must evolve with the changing strategic objectives of the department and changes in the social and economic environment in which the Wisconsin DOT operates.  Future management decisions will result in solution, project, schedule and estimate modifications as the on-going process matures and plan implementation moves forward.

1.2 Recommendations

WisDOT is currently reorganizing its manpower structure and is preparing its biannual budget in accordance with internal policies as well as directives of both the legislature and the executive branch.  At the time of completion of this initial business plan the outcome of the reorganization and budget efforts are not finalized.  The finalization of these efforts will impact the implementation of this business plan and decisions will have to be made regarding implementation strategies for this plan.  The business planning team recognized these constraints and has based the initial recommendations of the plan on the prioritization of solutions and projects that provide the highest impact upon the largest number of operational goals and objective defined in the plan.

The following are recommendations of the business plan project team.  Recognition of current organizational and budgetary constraints resulted in the categorization of recommendations into five (5) groups.  Recommendations related to solution and project implementation strategies comprise the first four (4) groups. The fifth group contains general recommendations and observations pertaining to the overall business planning process and other general topics.

1.2.1 Recommendation Group #1 – (Critical Projects) 

It is recommended that these solutions and projects begin at the outset of the business plan implementation.  Solutions are placed in this category because of their overall impact upon the plan goals and objectives or the fact that multiple other solutions and projects have direct dependencies upon their initiation or completion.  Others placed in this category may include solutions or projects that are significant contributors of data or information to other critical solutions.

1.2.1.1 Solution #2, Project #1 – Develop Data Concept Document.  This solution is critical due to the dependencies of many other projects and solutions on the development and operation of a data archive for Traffic Operations data.  This project is the immediate predecessor to the data archive design, installation and implementation.  It also benefits from input from many other projects and must be underway to compile and coordinate data needs from these projects.

1.2.1.2 Solution #3, Project #1 – Prepare statewide concept of operations for corridor management.  This solution is critical due to the dependencies of multiple solutions and projects on its completion.  A minimum of six (6) solutions has been identified that have direct dependencies on this project or its direct successors.  Additionally, a minimum of five (5) other solutions and projects would benefit from initiation and completion of this project early in the overall process.

1.2.1.3 Solution #5, Project #1 – Establish Business Plan Support Team.  Establishment of this team is necessary to provide for the continued oversight and development of the business plan.  The three additional projects included in solution #5 are also considered critical and should be implemented immediately after project #1.

1.2.1.4 Solution #11, Project #1 and Project #2 – Develop Special Events Management Plan.  Project #1 and #2 are critical to the development of consistent regional special events management plans. They are also critical due to their input to corridor operations planning and to the identification of needed data elements and operations message sets.

1.2.1.5 Solution #15, Project #1 – Performance Measurement and Monitoring System concept and requirements development.  Measurement of the performance of the transportation system and the performance of the operations units is essential in determining goal and objective achievement.  This project is directly linked to the development of data requirements and receives input from multiple other projects including the corridor management projects.  This solution must begin at the outset of the business plan process for the business plan to be able to develop a baseline and measure the outcome of future activities.

1.2.1.6 Solution #16, Project #1 – Develop policy statements to be incorporated into Connections 2030 Plan.  This project is critical and immediate due to the on-going status of Connections 2030 development.

1.2.2 Recommendation Group #2 – (Critical Projects, Second Tier) 

Solutions and projects that are high impact on the overall achievement of the plan goals and objectives and typically have predecessor dependencies in category #1.  This category also includes solutions that ranked high in priority for initial implementation by the project technical team but due to resource considerations were not placed in Group #1. It is recommended that the solutions and projects be implemented following the logical sequencing shown in appendix K or immediately following completion of their defined predecessors.

1.2.2.1 Solution #3, Project #2 – Identify Traffic Operations needs within corridor management.  This solution is critical to multiple other solutions and projects and the fact that it should begin prior to completion of its predecessor, solution #3, project #1.

1.2.2.2 Solution #6, Projects #1 and #2 – Statewide Operations Strategic Plan projects.  Both of these projects are linked to solution 3, project #2 and must be initiated in conjunction with this project to be effective.  These projects are also linked to later projects associated with data requirements and development of the maintenance management system.

1.2.2.3 Solution 9, Project #1 – Develop maintenance management concept document. This project is critical to maintain coordination with other projects and to provide input to corridor operations projects, data related projects, infrastructure deployment decisions, and overall effective operations decision support for multiple solutions and projects.  This project is in Group #2 because it benefits from delay until the beginning of solution #6.

1.2.2.4 Solution 12, Project #1 – Data collection concept and recommendations document.  This project is critical to insure that data needs identified in other projects are integrated into data collection and data archiving activities of both the Traffic Operations work unit and other work units of the Department that collect data identified as needed by the Traffic Operations functions.  While this project is critical for implementation it is not recommended to begin until Project #1 (Data concepts document) of Solution #2 is at or near completion.

1.2.2.5 Solution 17, Project # 1 and Project #2 – Statewide traffic incident management initiative.  The incident management solution received a high ranking from the Business Plan Technical Team and these projects are directly linked to Solutions 3 (Corridor Operations Concept) and Solution 15 (Performance Measurement and Monitoring).

1.2.2.6 Solution 22, Project #1 – Develop Department wide ITS concept of operations.  This project is directly linked to development of the maintenance management system and is also dependent upon the corridor operations concepts.  While this project is critical to the overall business plan outcome, its predecessor dependencies should delay the start of this project.

1.2.3 Category #3 – (Third Tier) 

Desirable solutions are those that are not critical to the initial implementation of the business plan. Their relationships to the critical path solutions has less overall impact or may be deferred to a later time to reduce resource impact during initial plan implementation.  The projects found in this category should be initiated as early as possible depending upon available resources and other strategic decision by management.  No prioritization is implied or intended by the numbering of these solutions.

1.2.3.1 Solution 1, Project #1 – Statewide crash mitigation.

1.2.3.2 Solution 4, Project #1 – Develop multi-tiered communications plan

1.2.3.3 Solution 7, Project #1 – Establish Technical Services Committee

1.2.3.4 Solution 8, Project #1 – Quality Workforce Group

1.2.3.5 Solution 10, Project # 1 – Improve State Traffic Signal Timing

1.2.3.6 Solution 18, Project #1 – Improve input to work zone management and operations

1.2.4 Category #4 – (Fourth Tier) 

Solutions and projects that can be delayed to lessen impact on resources or that received low prioritization by the project technical team.  These solutions also include identified projects that may already be underway in some form and can continue in the existing format pending later review and possible revision of methodology and efforts.  It is recommended that these projects be deferred to later in the business planning effort as indicated in the initial draft schedule shown in Appendix A.
1.2.4.1 Solution 13 - Establish information improvement program.  This is an effort primarily to improve internal information flows.  While an appropriate project, information is currently being shared and can accommodate the initial business plan critical efforts.

1.2.4.2 Solution 14 - Enhance web access to information.  This solution is the recognition that the enhanced utilization of the web for information dissemination both internally and externally should be undertaken.  Resources to implement this solution may be intense with a significant time for appropriate implementation.  While benefits will likely be significant this solution is not critical to the initial business plan critical efforts.  

1.2.4.3 Solution 19 - Design and development of Traffic Operations infrastructure.  This solution recognizes the need for improvements in the design, installation, and operations processes.  Benefits of this solution will likely be significant over time.  However, the infrastructure design and installation process is on-going and re-engineering these processes is not necessary to support the initial business plan critical implementations.
1.2.4.4 Solution 20 – Clarify Traffic Operations Role in Transportation Security and Emergency Preparedness.  This solution is recommended for deferment primarily due to the difficulty in obtaining information from outside sources related to the needs in this area.  It is also apparent that this solution will benefit from the development of other solutions such as corridor management concepts, Traffic Operations strategic infrastructure, ITS strategic program planning and others.  This solution may receive higher priority based upon Department management initiatives or requirements from outside agencies or authorities.

1.2.4.5 Solution 21 – Determine level of compliance with access management.  This solution is recommended for deferment primarily due to low priority ranking by the business plan technical team and significant resource and timeline requirements for successful completion.  Benefit potential to overall operations is high but implementation is not critical to initial business plan efforts.

1.2.5 Group #5 – General recommendations and observations.

1.2.5.1 A start date of April 4, 2005 was utilized for the beginning of implementation of the initial business plan recommendations, solutions and projects.  It is recommended that the Business Plan Support Team review the proposed schedule and develop a revised baseline business plan schedule following adoption of the overall business plan by Traffic Operations, BHO, and other WisDOT management as deemed appropriate.

1.2.5.2 Implementation of this business plan will be primarily dependent upon the ability of the Business Plan Support Team to manage and coordinate the activities required to implement the plan.  It is recommended that management of the Department organize this team such that appropriate authority is vested in the team leadership to expedite fiscal and human resource decisions, thereby allowing projects to be managed effectively.

1.2.5.3 It is recommended that the Business Plan Support Team lead an effort to identify committees, sub-committees, taskforces or other groups, which may have been established to undertake initiatives closely related to the intended outcomes of solutions or projects outlined in this business plan.  It is recommended that the identified groups become de-facto operational entities of the Business Plan Support Team or be sunset and reconstituted as task forces when deemed appropriate by the Business Plan Support Team.

1.2.5.4 It is recommended that the Business Plan Support Team become the initial point of contact for all issues related to the Traffic Operations Business Plan and its initiation, implementation and future revision.
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