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Back Office Operations for National HOT Lane Projects 
 
The purpose of this research was to collect information on peer agency experience for “back 
office operations” for high occupancy toll (HOT) lanes. Information was requested from the 
following HOT lane projects as of August 2008: 
 

• I-394 Express Lanes (MnPASS) Minneapolis, Minnesota 
• I-15 Managed Lanes (FasTrak) San Diego, California 
• 91 Express Lanes    Orange County, California 
• I-25 Express Lanes   Denver, Colorado 
• I-15 HOV/Toll Lanes    Salt Lake City, Utah 

 
The following technical memorandum outlines the research methodology and summarizes the 
results.  
 
Scope of the Research 
 
HOT lanes are limited-access highway lanes that provide free or reduced cost access to 
qualifying high occupancy vehicles (HOV) and also provide access to other paying vehicles not 
meeting passenger occupancy requirements. HOT lanes utilize sophisticated electronic toll 
collection and traffic information systems. Back office operations refers to the types of 
management, administrative, financial, and systems integration functions that are required to 
support the operation of the HOT lanes and may include some or all of the following: 
 

• Customer services 
• Account management 
• Transponder management 
• Electronic toll collection (revenue management) 
• Violations processing 
• Hardware configuration and maintenance 
• Network administration 
• Reporting  
• Financial controls and processes  
• Management operation and maintenance 

 
The term back office operations does not have the exact same meaning for all HOT lane projects.  
For example, some projects refer to customer services as “front office operations.” In the request 
for information, narrative was provided to explain the research purpose was to understand 
functions other than direct operation and maintenance of the lane.  
 
Methodology 
 
Information was collected by sending a request for information to the appropriate contact for the 
lead agency for each HOT lane project. The request was in the form of an electronic message 
(email) with an attached document prepared in MS Word. The document was 10 questions 
within four pre-formatted pages. A sample of the document is included as Appendix A.  
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Each respondent could complete the information request by answering questions and entering 
data directly into the document using the “tracking changes” tool in MS Word.  
 
Response 
 
Responses were received from the lead agency for four of the five projects. The responding 
agency and project are as follows: 
 

• I-394 MnPASS   Minnesota Department of Transportation 
• I-15 FasTrak    SANDAG 
• 91 Express Lanes    Orange County Transportation Authority 
• I-25 Express Lanes   E-470 Public Highway Authority 

 
In the case of the fifth project, the I-15 HOV/toll lane in Salt Lake City, a representative of the 
Utah Department of Transportation explained the department is now using a monthly sticker for 
single occupant vehicles.  The department is moving to electronic toll collection by the fall of 
2010. Information on the Utah I-15 monthly sticker program is also included as an appendix to 
this technical memorandum. 
 
Results 
 
A summary of the HOT lane back office operations data reported is provided in the table on the 
following page.  The specific response from the agency for each HOT lane project is provided in 
an appendix to this memorandum. 
 
Summary of Findings 
 
Type of Pricing 
 

• Two projects use dynamic pricing for HOT lanes: I-394 MnPASS and I-15 FasTrak. 
• Two projects use time of day pricing: 91 Express Lanes and I-25 Express Lanes. 

 
Number of Active Accounts 
 

• The number of active accounts is 9,366 for I-394 MnPASS, 14,203 for I-15 FasTrak, and 
118,272 for 91 Express Lanes. Colorado reports 260,000 toll accounts; however, this 
number represents all toll accounts for the E-470 system and does not isolate HOT lane 
accounts. 

• The average number of monthly applications processed as a percent of total active 
accounts is similar for all projects, ranging from 0.4% for I-15 FasTrak to 1.2% for I-394 
MnPASS. 

• Respondents were also asked the number of accounts closed in an average month. All 
responses are similarly low. The average number of monthly accounts closed as a percent 
of total active accounts is below 1% for all respondents except I-15 FasTrak. SANDAG 
reports 1% to 2% of accounts closed in an average month. 
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Summary of the HOT Lane Back Office Operations Data Reported as of August 2008 
 
Description MnPASS     

I-394 Express 
Lanes

FasTrak I-15 
Managed 

Lanes 

91 Express 
Lanes

I-25 Express 
Lanes

Source of Information MnDOT SANDAG OCTA E-470
Distance 11 miles, 3 mi. 

reversible, 8 
mi. diamond

8 miles, center 
median*

10 miles, 4 
lanes

7 miles, 2 
lanes, 1/1 
HOV/HOT

Does the HOT lane have multiple access points? Yes Yes No Yes

Is there a different toll for each access point? Yes each 
segment, No 
each access

No, will switch 
to per mile 

pricing in 2009

No No

Does your agency implement time of day pricing? No For maximum 
toll rate

Yes Yes

Does your agency implement dynamic pricing? Yes Yes No No

Total number of active accounts 9,366 14,203 118,272 260,000 for 
E-470, NWP & 

CTE
108 55 845 2,600 for E-470, 

NWP & CTE
1.2% 0.4% 0.7% 1.0%

48 150 - 284 535 300 for E-470, 
NWP & CTE

0.5% 1 to 2% 0.5% 0.1%
6,668 2,226 46,473    30,000 for 

E-470, NWP & 
CTE

71% 16% 39% 12%

Total number of transponders in active status 11,768 24,812 176,324    515,000 for 
E-470, NWP & 

CTE
Transponders per account 1.26 1.75 1.49 1.98

191 378 2,569 3,235
2% 2% 1% 6%
315 728 1,933 1,200
3% 3% 1% 0.2%

Does your agency charge a fee for getting the transponder No Yes No No
Does your agency charge a monthly fee for using the 
transponder Yes, $1.50/mo Yes Yes, varies No

Daily transactions on the HOT lane for an average weekday 3,725 3,977 41,079 4,244             
Traffic on HOT lane for an average weekday

3,725
14,247 HOT 

and HOV 41,079
12,723 HOT 

and HOV
Percent of accounts with a daily transaction 40% 28% 35% *account data 

not 
comparable

Daily toll revenues collected for an average weekday $4,200 $4,200 $135,800 $8,962
Average toll per transaction $1.13 $1.06 $3.31 $2.11
Annual revenues at 250/weekday/year $1,050,000 $1,050,000 $33,950,000 $2,240,616

Approximate cost of back office operation, % of annual 
revenues

$1,064,392 $850,000 All functions 
$5.7 mil/year

$518,251

101% 81% 17% 23%

Total Staffing 6 7-10 43 4

*   San Diego I-15 Managed Lanes/Express Lanes expanded September 2008 to 16-mile facility with multiple ingress/egress points.
** EXpressToll is the automatic, electronic toll collection method available on E-470, the Northwest Parkway (NWP) and
    the I-25 tolled Express Lanes Colorado Tolling Enterprise (CTE)

Average monthly transponders returned for any reason, % of 
total transponders in active status

Average monthly applications processed, % of total active 
accounts

Average monthly accounts closed for any reason, % of total 
active accounts

Average number of monthly contacts for account maintenance, 
percent of total active accounts

Average monthly transponders issued, % of total transponders 
in active status
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Summary of Findings (continued) 
 
Number of Transponders 
 

• The number of transponders issued per account ranges from 1.26 for I-394 MnPASS to 
1.96 for the I-25 Express Lanes.  

• The only project that charges for receiving a transponder is I-15 FasTrak. On the other 
hand, three of four projects charge a monthly fee for using the transponder. Only I-25 
does not charge a fee for using the transponder.  

 
Transactions 
 

• The HOT lane project with the largest number transactions (by far) is the 91 Express 
Lanes in Orange County. OCTA reports more than 41,000 average weekday HOT lane 
transactions for the 91 Express Lanes as compared to 3,725 daily transactions for I-394 
MnPASS, 3,977 daily transactions for I-15 FasTrak, and 4,244 daily transactions for I-25 
Express Lanes. 

 
Toll Revenue 
 

• The highest average toll is $3.31 per transaction for 91 Express Lanes. The next highest 
average toll per transaction is $2.11 for I-25 Express Lanes. I-394 MnPASS and I-15 
FasTrak collect $1.13 and $1.06, respectively, per average HOT lane transaction.  

• The highest annual revenue for a HOT Lane project is 91 Express Lanes, collecting $33.5 
million per year. This compares to $2.2 million annual revenue for I-25 Express Lanes 
and $1.1 million each for I-394 MnPASS and I-15 FasTrak.  

 
Back Office Operations 
 

• The cost of back office operations for 91 Express Lanes is $5.7 million per year, and the 
number of staff is 43 employees. This is equivalent to $132,600 per employee. The cost 
of the back office is 17% of the annual toll revenue.  

• SANDAG reports the cost of back office operations for I-15 FasTrak is $850,000 per 
year, and the number of staff is 7 to 10 employees. Assuming 7 employees, the cost of 
back office operations is $121,400 per employee. The cost of the back office is 81% of 
the annual toll revenue.  

• The cost of back office operations for I-25 Express Lanes is $518,251 per year, and the 
number of staff is 4 employees. The cost of back office operation is equivalent to 
$129,600 per employee. The cost of the back office is 23% of the annual toll revenue.  

• The toll revenues for I-394 MnPASS are $1.1 million, about equal to the cost of the back 
office operations. The staffing level is 6 employees, which means the cost of back office 
operations is equivalent to $177,400 per employee, higher per employee than any of the 
other HOT lane projects. Part of this difference may be the relatively recent introduction 
of the I-394 MnPASS project.  
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Appendices 
 

A. Sample Request for Information     page 7 
B. I-394 Express Lanes (MnPASS), Minneapolis, Minnesota  page 11  
C. I-15 Managed Lanes (FasTrak), San Diego, California  page 17 
D. 91 Express Lanes, Orange County, California   page 23 
E. I-25 Express Lanes, Denver, Colorado    page 31 
F. I-15 HOV/Toll Lanes (Monthly Sticker Program),  

Salt Lake City, Utah       page 37 
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