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Abstract  

As dynamic pricing emerges in the U.S. tolling industry, A-to-Be must keep up with 

competition to avoid restricting growth and opportunities in the market. This work project 

conducts a thorough analysis of internal company operations and external market conditions to 

identify five key states for optimal brownfield market entry. North Carolina is recommended 

as the most viable for a low-risk pilot, supported by a go-to-market action plan describing how 

A-to-Be can build credibility and secure procurements. Financial analysis indicates project 

viability is sensitive to traffic and revenue conditions and profitability remains positive.  
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0 Introduction (Written by: Raquel Horta Dos Santos) 

Over the last years, the mobility landscape has suffered a deep transformation globally, and 

more evidently in the U.S., mainly due to technological innovations, policy shifts, and also due 

to the increasing demand for more efficient and sustainable transport systems, leading agencies 

and road operators to launch new tools to help manage traffic flows, reducing congestion and 

ensuring financial sustainability. 

One of these tools is called dynamic toll pricing. Indeed, it is considered one of the most 

promising mechanisms for aligning road usage with system capacity. Dynamic toll pricing is a 

system that adjusts toll rates in real time depending on traffic conditions and environmental 

goals. Furthermore, it provides a data-driven approach to the optimization of road performance. 

This context opens an opportunity for the mobility technology provider within Brisa Group, A-

to-be. The company has developed strong capabilities in tolling, back-office systems, and traffic 

management, and is already present in Europe and the U.S. However, it has not yet implemented 

a dynamic toll pricing system in the U.S., which limits its competitiveness in this market. 

The purpose of this project is to determine how A-to-Be can integrate dynamic toll pricing into 

its existing technology ecosystems and enter the highly competitive U.S. dynamic pricing 

market. To support this study, internal documentation, industry research, concession analysis, 

and several frameworks were used. 
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1 Mapping A-to-Be’s Context & Challenges  

This chapter introduces A-to-Be in the tolling industry, giving brief context into the shifting 

trend towards dynamic pricing for congestion management and the relevance this has on future 

company opportunities. Subsequently, it frames the research objective for this work project, 

and details the data methodologies, scope, delimitations, and assumptions used throughout.  

1.1 A-to-Be in the Mobility Ecosystem (Written by: Henrique Moura Neto Lírio 

Galveia) 

1.1.1 Background & Context   

A-to-Be, a subsidiary of Portugal’s Brisa Group, positions itself as a technology provider 

enabling the transition toward smarter, integrated, and user-focused mobility systems. Initially 

formed from Brisa’s in-house innovation division, the company was formally rebranded as A-

to-Be in 2017 to reflect its broader vision of Mobility-as-a-Service (MaaS) beyond traditional 

tolling. Its mission is to make travel easy, safe, sustainable and gratifying, reflects its evolution 

from a tolling technology firm to a strategic player in the global intelligent transportation 

systems (ITS) landscape. With over 30 years of experience A-to-Be leverages Brisa’s 

operational expertise while expanding its own international footprint in both the public and 

private mobility sectors (Brisa Group n.d.).    

A-to-Be’s product families span three domains: roadside, back-office, and on-board/mobile 

technologies. Roadside provides multi-sensor tolling gantries, ANPR cameras, and electronic 

toll collection (ETC) systems, already deployed on roads such as the Westerschelde Tunnel in 

the Netherlands and the Pocahontas Parkway in Virginia. These solutions support open-road 

and free-flow tolling, reducing congestion and eliminating the need for physical toll booths. Its 

flagship back-office platform, MoveBeyond, consolidates real-time transaction processing, 

billing, CRM, enforcement, and supports dynamic pricing within a cloud-based, modular 
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environment. Interfacing with it is LinkBeyond, which facilitates secure communications 

between roadside infrastructure and core systems. ATLAS, the company’s advanced traffic 

management platform, integrates IoT devices, camera feeds, and V2X data to give operators a 

360-degree view of network activity. All systems are vendor-neutral and API-first, designed to 

interoperate with third-party tools and reduce technology lock-in (A-to-Be n.d.a). 

In addition to tolling, A-to-Be’s portfolio includes road usage charging (RUC) platforms 

designed for flexible distance-based billing. These systems gather data via multiple channels, 

including onboard units (OBUs), plug-in GPS devices, odometer readings, and mobile apps (A-

to-Be n.d.a). This versatility allows adaptation to different regional regulations and user needs. 

The company’s experience in U.S.-based RUC pilot programs further demonstrates its capacity 

to offer scalable solutions for evolving transportation funding models (A-to-Be 2017). Its 

mobile tolling capabilities also enable frictionless payments via smartphones, a growing 

demand in digital-first mobility ecosystems. 

Geographically, A-to-Be operates in Portugal, Western Europe, and North America (A-to-Be 

n.d.b). It supplies Via Verde in Portugal and has delivered solutions for toll authorities and 

infrastructure operators in the U.S. and Canada, including back-office deployments on 

Colorado’s Northwest Parkway and participation in Washington State’s RUC pilot (Cordeiro 

2021; A-to-Be 2018). In Europe, its recent partnership with Via Verde on the A24/Blankenburg 

project in the Netherlands highlights its growing role in free-flow tolling systems and cross-

border mobility services (Hill 2024; A-to-Be 2023; Hill 2023). Its equipment and platforms also 

support the Southern Connector (South Carolina) and infrastructure in Poland, demonstrating 

its growing European penetration (A-to-Be n.d.b).  

Strategically, A-to-Be focuses on enabling connected, data-driven mobility through innovation 

in AI, V2X communications, and GNSS-based tolling. Its platforms support MaaS integration 
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by offering multi-service billing for tolls, EV charging, public transit, and parking through a 

single user account (A-to-Be n.d.c). This integrated approach positions the company to serve 

as a backbone for future urban mobility systems. The company also aligns with global 

decarbonization efforts. For example, its involvement in the EU-funded GEMINI project 

underscores its commitment to carbon-neutral mobility and its readiness to serve 

environmentally conscious infrastructure operators (A-to-Be 2023a; Lillerud 2023). 

A-to-Be’s evolution reflects global policy and market trends. In the U.S., its RUC and 

congestion pricing solutions align with state-level shifts toward mileage-based charging (A-to-

Be n.d.d). In the EU, its open architecture and digital platforms respond to the European 

Commission’s Green and Digital Mobility Strategy, which promotes interoperable, low-

emission, and user-pays transport infrastructure. Through partnerships with firms like Deloitte 

and participation in research initiatives like C-Roads, 5G-MOBIX, and C-Streets, A-to-Be 

continues to expand its innovation capacity and international reach (Deloitte 2023; European 

Commission n.d.). In doing so, it has positioned itself as a scalable, adaptable enabler of future-

ready mobility systems that meet both commercial goals and public policy imperatives. 

1.2 Problem Statement & Opportunity (Written by: Maria Valentina Arroyave 

Estupiñan) 

Lately, the mobility sector has changed very quickly due to advances in technology, new 

sustainability goals, and changing travel behaviors. Both private operators and governments are 

now expected to keep transport systems financially sustainable, while also reducing congestion 

and emissions. As technologies move forward and fuel revenue declines, new models are 

emerging; Many use data and pricing to better manage how the roads are used (A-to-Be 2024c; 

Farias, Zhu and Mardan. 2024; A-to-Be 2025e). 
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As a result, A-to-Be is at an important turning point. After gaining extensive experience in 

tolling and smart mobility across Europe and the United States, the company faces the challenge 

of transforming its strong research and development background into practical innovations (A-

to-Be 2025e). One of the most relevant directions for this transformation is dynamic pricing, a 

system that adjusts toll prices in real time based on traffic and environmental conditions. 

However, while A-to-be has the experience and technology needed to implement dynamic 

pricing, external factors like regulation, client needs, and market competition still make it 

difficult to move from concept to reality (A-to-Be 2025d). 

1.2.1 Key Challenges A-to-Be Face in Today’s Mobility Landscape 

While A-to-be is well positioned as an innovative mobility technology provider, several 

challenges complicate its ability to move dynamic pricing from concept to practice (A-to-Be 

2025e). In Europe, particularly in Portugal, strict concession contracts and state regulatory 

frameworks currently make the implementation of dynamic pricing impossible (Farias, Zhu and 

Mardan 2024). As a result, A-to-Be has had to focus much of its research on simulations or 

European projects, rather than live deployments (A-to-Be 2025d).  

In contrast, in the United States, where regulatory flexibility is greater, A-to Be faces intense 

competition from well-known players such as Kapsh and Emovis, as well as complex and 

fragmented procurement processes. To enter these markets requires not only technical 

credibility but also a proven record of successful pilots and strong local partnerships. This 

combination of commercial risk and operational barriers makes scaling dynamic pricing 

challenging for emerging players (A-to-Be 2025d; Farias, Zhu and Mardan. 2024).  

Finally, market readiness remains a challenge. Many potential clients express interest in 

innovation, but risk aversion and limited budgets make it difficult for agencies to move away 
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from traditional tolling models. This often results in a gap between technological capability and 

commercial adoption, especially for new solutions like dynamic pricing (A-to-Be 2025d).  

1.2.2 Emerging Opportunities from the Current Transformation of the Mobility 

and Tolling Sector  

The mobility sector is moving quickly as agencies and operators respond to new policy goals, 

financial challenges, and user expectations. In the United States, express lane operators are 

actively searching for alternatives to declining fuel tax revenue, opening the door for solutions 

like congestion pricing and distance-based tolling. This transition gives technology providers 

A-to-Be a real chance to grow as partners for more flexible, data-driven and user-oriented 

mobility systems (Farias, Zhu and Mardan. 2024; A-to-Be 2025d).  

A-to-Be’s core platforms like, MoveBeyond, LinkBeyond and ATLAS are already designed to 

handle real time data, support modular integration, and enable transparent, flexible billing (A-

to-Be 2024c). This allows the company to deliver solutions that help both public and private 

clients test and implement innovative pricing models, such as dynamic or demand-based tolling 

(A-to-Be 2024c). The capabilities are especially relevant as states look for ways to optimize 

traffic, reduce congestion, and meet new sustainability targets (A-to-Be 2025e).  

There are also further opportunities in A-to-Be´s experience with artificial intelligence, 

computer vision, and V2X communication. These strengths can help the company move beyond 

traditional tolling and offer additional services, like traffic management, emissions tracking, 

and integration with other mobility platforms (MaaS), which are all becoming more important 

for U.S. agencies and infrastructure operators (A-to-Be 2025d; A-to-Be 2025e).  
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A-to-Be can strengthen its position as a technology enabler and expand its business in the 

evolving mobility landscape by building these core capabilities and adapting to new policy 

trends. 

1.2.3 Dynamic Pricing as a Path for Innovation and Expansion  

Dynamic pricing offers A-to-Be an opportunity to transform its research capabilities into a 

concrete innovation, especially in the United States, where interest in flexible, data-driven 

mobility is growing quickly. As traditional tolling models reach maturity, introducing real-time 

pricing allows the company to respond directly to changing market demands and position itself 

at the center of next generation's mobility solutions (A-to-Be 2025d).  

A-to-Be’s strength in traffic detection, back-office automation, and AI-powered analytics 

provide a solid base for this transition. By connecting real-time data from its roadside system 

to the cloud-based MoveBeyond platform, A-to-Be can support variable toll rates that adapt to 

actual traffic and environmental conditions, making its solutions more responsive and attractive 

to both public agencies and end user (A-to-Be 2025e).  

In markets like the U.S., where there is both openness to pilot projects and greater regulatory 

flexibility, dynamic pricing is not only a technological step forward but also a strategic move. 

For A-to-Be, moving into this area could boost its competitiveness, open new revenue 

opportunities, and reinforce its reputation as a company that drives sustainable and efficient 

mobility systems (Farias, Zhu and Mardan. 2024).  

1.3 Research Aim & Research Questions (Written by: Ema Estevães Pereira) 

1.3.1 Research Objective 

This work project explores the U.S. dynamic pricing landscape through an in-depth analysis of 

existing market conditions and internal company operations to inform A-to-Be’s path forward. 

It aims to understand the gaps and constraints hindering A-to-Be’s progression in the dynamic 

pricing sector while identifying areas of opportunity to maximize value creation and position 
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itself for long-term success. To advance in the market and meet global demands on innovative 

tolling solutions, A-to-Be seeks to position itself alongside established competitors who 

currently integrate dynamic pricing in their solutions. The main objective is to examine how A-

to-Be can integrate dynamic toll pricing into its existing technology solutions and business 

model, specifically in the United States market, to optimize traffic flow, support sustainable 

mobility objectives, and strengthen its market positioning as a mobility solutions provider. 

1.3.2 Work Project Structure Rationale  

To achieve the overall research objective, this thesis paper aims to answer five key secondary 

research questions that are explored in depth using key data methodologies and research 

analysis. The questions are as follows:  

1. What is A-to-Be’s current solutions portfolio, capabilities, operational processes, and 

strategic positioning relative to competitors already in the dynamic pricing landscape?  

2. What external market and benchmarking insights affect A-to-Be’s market entry and 

positioning strategy?  

3. What are the strategic market entry points that exist and how can A-to-Be build 

credibility, gain references, and obtain legitimacy in the US dynamic pricing market?  

4. How can A-to-Be turn the market-entry recommendation into a concrete, actionable 

plan for implementing and scaling dynamic pricing in the US? 

5. What implications can be expected on A-to-Be’s revenue, costs, and profitability as a 

result of implementing dynamic pricing?  

These research questions guide the development of this work project from internal and external 

analysis toward strategic recommendations that translates to an effective implementation plan 

and financial evaluation.  
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The research questions correspond accordingly to the structure of this work project from 

Chapter 2 to Chapter 6. Chapter 2 begins with an understanding of A-to-Be’s foundation by 

assessing its current market position, product portfolio, capabilities, constraints, and strategic 

readiness, with the goal of conducting a complete internal analysis of A-to-Be company 

operations. To build on the internal insights gathered, Chapter 3 then provides an external 

outlook of the dynamic pricing landscape, identifying current concessions and using competitor 

benchmarking to understand what is being offered and determine market gaps. The findings of 

these chapters will be used to inform the strategic recommendations in Chapter 4, evaluating 

regulatory constraints and stakeholder landscape to ultimately determine the strongest market 

entry points and strategic positioning for A-to-Be’s integration of dynamic pricing in the U.S.  

Based on the recommendations, Chapter 5 outlines a practical execution plan using a phased 

roadmap and go-to-market action plan that operationalizes A-to-Be’s U.S. market entry. This 

is further supported by the proposal of KPI metrics and monitoring frameworks to ensure 

successful launch. To assess the financial viability of the proposed recommendations and 

implementation plan, Chapter 6 evaluates the expected financial implications of adopting 

dynamic pricing solutions, looking at revenue projections and expenditures, and conducting a 

sensitivity and risk analysis to determine how profitability may change under different pricing 

scenarios and behavioral responses by drivers. To conclude this work project, Chapter 7 

synthesizes key findings, reinforcing how the proposed recommendations align with A-to-Be’s 

overall vision, and the expected impact from the integration of a dynamic pricing solution.   

1.4 Methodology & Data Sources (Written by: Beatriz Isabel Martins Gonçalves) 

1.4.1 Data Sources 

The research approach adopted in this study combined both quantitative and qualitative 

methods to ensure a comprehensive understanding of the topic. The quantitative component 

relied on A-to-Be’s internal materials, including corporate documents, reports, and studies, 
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which provided measurable insights into the company’s operations and performance. 

Complementing this, the qualitative component involved a series of interviews with A-to-Be 

employees specializing in Sales, Marketing, Research & Innovation, Project Management and 

Development. These interviews offered valuable perspectives on the company’s strategic 

priorities, operational challenges, and innovation processes. 

Given the specific and applied nature of this research topic, a traditional literature review was 

not conducted in the conventional sense. Instead, the study was grounded primarily on company 

documentation, internal reports and industry studies directly related to the subject matter. These 

sources provided detailed insights into the operational context, technologies, and strategic 

framework relevant to A-to-Be. 

Additionally, academic work addressing similar themes, including a previous thesis, developed 

by Claudio Lombardi, on the implementation of dynamic pricing in Portugal A5 highway, was 

used to support and contextualize the research. This approach ensured that the theoretical 

foundations and practical implications remained closely aligned with the reality of the company 

and the industry, allowing a focused and evidence-based examination of the topic. 

At the outset of the research, certain obstacles emerged due to lack of initial alignment with A-

to-Be. Difficulties in fully understanding the company’s organizational structure, activities and 

core challenge resulted in delays in data collection and analysis. Consequently, several 

alignment meetings occurred to clarify objectives, refine the scope, and establish a shared 

understanding, thereby ensuring the reliability and relevance of the collected data. 

All data collected and analysed in the course of this research was managed in accordance with 

established ethical and institutional standards. Prior to participation, interview participants were 

informed of the study’s purpose, and the measures to ensure confidentiality and data protection. 
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Informed consent was obtained from all participants. Access to raw data was limited exclusively 

to the research team, and all materials were pre-screened by the company before being made 

available for analysis, ensuring compliance with corporate confidentiality requirements.  

Institutional guidelines regarding data privacy and protection were strictly followed. 

Furthermore, no information was used in a way that could cause harm to either participants or 

the organization, and all sources were properly credited to ensure academic integrity. 

1.4.2 Analytical Framework 

This study adopts a set of complementary analytical frameworks to systematically structure and 

interpret both qualitative and quantitative data. Internally, a SWOT analysis and a VRIO 

assessment were combined with a capability-gap analysis to evaluate A-to-Be’s strategic 

resources, organizational strengths and areas of structural limitation. Externally, comparative 

benchmarking of U.S. and international tolling and dynamic pricing products was conducted 

along with a stakeholder power-influence analysis to assess market structure, institutional 

constraints and company priorities. These frameworks guided the transformation of raw data 

into analytical findings by providing a clear structure for analysis. Qualitative inputs, such as 

interview insights and internal and external documentation, were systematically grouped into 

predefined analytical categories derived from the selected frameworks. Quantitative data, 

including traffic volumes, revenue estimates, and cost figures, were analyzed through scenario-

based financial models and sensitivity analysis to assess their strategic and economic 

implications. Collectively, this analytical framework is well aligned with the research question, 

as it enables an integrated assessment of internal readiness, external competitive dynamics, and 

economic feasibility. Nevertheless, the framework presents limitations, particularly the 

interpretation of qualitative data involves a degree of subjectivity, as interview insights and 

documentary evidence must be categorized and synthesized. In addition, the financial analysis 
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is based on scenario assumptions rather than empirical data from an operational dynamic 

pricing deployment, which introduces uncertainty into the project results. 

1.5 Scope, Delimitations & Assumptions (Written by: Raquel Horta Dos Santos) 

1.5.1 Scope  

Although A-to-Be operates in other markets such as Poland, the Netherlands, and Portugal, the 

scope of this work project will focus solely on the U.S. market. Other markets such as Europe 

may be used to have a better understanding of global tolling market dynamics, emerging trends, 

best practices, or even existing dynamic pricing systems that could serve as a baseline to the 

development of the group project itself. Thus, even though  

Regarding the technological aspect of this project, the focus will be to find a way to implement 

dynamic pricing into the existing A-to-Be’s technologies, which include roadside mobility 

connectors, tolling Backoffice systems, and traffic management information systems. Given 

this consideration, this work project aims to capitalize on existing technologies to design a 

solution that enhances their performance and effectiveness. 

Hence, the business model for the implementation of this project will be based only on A-to-

Be’s current and potential capabilities in the United States of America instead of a more global 

approach. 

The goal of the dynamic toll pricing solution provided will be the optimization of traffic flow, 

the support of sustainable mobility objectives, and to strengthen A-to-Be’s market positioning 

as a mobility solutions provider, which means that urban planning or infrastructure 

development, for instance, are not part of the scope of this work project. 

Regarding the stakeholders considered for the development and implementation of the project, 

these will be A-to-Be, public agencies, and end users. Competitors won’t be considered unless 

it is relevant for benchmarking. 
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1.5.2 Delimitations 

To better understand the scope of this project it is important to also define its delimitations. 

Firstly, non-tolling technologies, such as parking or transit ticketing will not be analyzed in 

depth. If this kind of technology is mentioned it will be in a contextual or benchmarking 

scenario. 

Regarding regulatory frameworks, these will be analyzed and discussed only to the extent that 

they impact dynamic toll pricing adoption, more specifically in the U.S. Thus, any regulations 

beyond the scope of this work project will not be thoroughly analyzed. 

Regarding the time horizon for this project, the deployment year will be considered year zero 

of the project. Furthermore, projections will be prepared for the nine years following 

deployment. From that point onward, the project’s financials will be treated as perpetuities, as 

A-to-Be’s implementation of dynamic toll pricing in the U.S. is expected to be an ongoing 

initiative rather than a time-limited project. 

1.5.3 Assumptions 

Throughout this work project, several assumptions are made in order to develop the 

implementation plan for dynamic toll pricing into A-to-Be’s existing technology and business 

model. Firstly, it is assumed that A-to-Be’s current platforms can be adapted to dynamic pricing 

easily or with a reasonable amount of effort. 

Also, it will be assumed that the U.S. market, namely U.S. agencies and drivers, will be 

receptive to the implementation of dynamic toll pricing if its benefits are clearly explained.  

The implementation of a project of this nature also implies that it is compliant with the existing 

regulations. Therefore, a scenario of policy stability, where there will not be major regulatory 

shifts that would prohibit dynamic toll pricing, will be assumed. 
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2 Entering the United States Dynamic Pricing Market: Strategic Recommendations for 

A-to-Be 

This chapter details strategic recommendations for A-to-Be based on the internal and external 

insights gathered in the previous chapters. It begins by introducing the institutional “rules of 

the game” through an overview of the regulatory frameworks, stakeholder power, and 

constraints impacting deployment and entry decisions, followed by a market entry strategy, 

with a focus on five key states that present the strongest conditions for optimal market entry. 

To support these pathways, this chapter also outlines strategic positioning recommendations on 

how A-to-Be can differentiate from incumbents and strengthen its ability to successfully secure 

procurements upon entry into any of the proposed markets. 

2.1 Regulatory Constraints and Stakeholder Map 

2.1.1 Overview of Regulatory Frameworks in the U.S. Tolling Industry 

The US has made significant legislative efforts over the decades to encourage the 

implementation of road congestion management technologies as population growth continues 

in major cities. At the Federal level, the Transportation Equity Act for the 21st Century (TEA-

21) created programs like HOT lanes and permitted toll collection on U.S. Interstate highways 

for reconstruction or rehabilitation purposes (FHWA 2023a). Additionally, the Value Pricing 

Pilot Program (VPPP), a federal initiative offering grants to State-led value pricing projects and 

studies aimed at reducing congestion through tolls and other pricing mechanisms, helped 

advance projects such as cordon tolls and usage-based vehicle charges (FHWA 2024). These 

initiatives demonstrate a policy-supported dynamic pricing environment in the US, meaning A-

to-Be would be entering a favorable market with adequate government support.       

Beyond Federal legislation, State governments (DOTs) have the most influence on the 

performance of toll roads in the U.S. While regulations differ between states, one commonality 

includes the creation of a tolling authority or commission who is typically responsible for 
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operating tolled highways (FHWA 2024). As mentioned in Chapter 3, this can be seen in states 

like California who has several tolling authorities divided by regional governments. Thus, 

technology design and deployment must align and adapt to differing legislative requirements, 

procurement procedures, and operating standards depending on the client or governing body. 

Some states like California and New York have also introduced certain technical restrictions 

including prohibiting the use of same pricing algorithms as competitors, to avoid the risk of 

price fixing (Davis Polk 2025). Vendors are required to ensure systems have transparent pricing 

mechanisms and technological configurations that comply with State regulations.    

2.1.2 Stakeholder Landscape: Comparing Power vs. Influence  

Dynamic pricing projects involve constant coordination among a variety of stakeholders that 

all shape and influence the dynamic pricing market and how vendors like A-to-Be design and 

deploy technology systems. While A-to-Be’s main objective is to directly satisfy the client, its 

strategy should correspond with all stakeholders who hold decision-making power or influence, 

whether directly or indirectly. A stakeholder map was created to visualize how different 

stakeholders in the dynamic pricing market compare in power and influence (see Appendix 6).  

Evidently, those with the highest power and influence include State DOTs, Tolling Authorities 

or Commissions, and Metropolitan Planning Organizations (MPOs) as they directly impact the 

short- and long-term transportation planning objectives and initiate all dynamic pricing 

projects. In addition to this are P3 Concessionaires who operate and co-operate most highway 

networks in the U.S. Stakeholders that have reduced power but maintain a high influence over 

operators include the public, advocacy groups, and local media. These individuals can affect 

whether dynamic pricing is publicly supported and accepted by local communities, which are 

typically included in the equity assessment and public hearing process. In addition to this, 

technical consultants or advisors can also play a vital role in the procurement process through 

the production of feasibility studies and responsibility for validating technical deliverables.  
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Stakeholders that have low influence but high power include traffic management centres, IT 

teams within the DOT, roadside equipment maintenance teams, and contracted engineering 

firms. Although such parties do not influence policy or procurement decisions, A-to-Be must 

ensure that its solutions integrate seamlessly with their system architecture during deployment 

and meet technical standards. Lastly, those holding low influence and power include equipment 

vendors and individual drivers, who hold no decision-making but shape user experience. 

Together, these regulatory frameworks and stakeholder requirements define the boundaries 

within which A-to-Be must operate when entering the U.S. dynamic pricing market and how 

the company can integrate dynamic pricing. Pricing solutions need to be state-specific, 

algorithm transparency is legally required in some cases, and entering independently poses 

more difficulties without consultant endorsement and public support. These constraints shape 

A-to-Be’s market entry strategy and positioning, as discussed in the following section.  

2.2 Strategic Market Entry 

2.2.1 Market Entry Points: Five Key States  

The insights from Chapter 3 clearly indicate a brownfield dominant market and signals the 

optimal market entry strategy for A-to-Be. While greenfield opportunities present less barriers 

to entry given A-to-Be would be competing on an even playing field, the reality in the U.S. is 

there are many HOT and other managed toll lanes already in place. Most infrastructure upgrades 

in recent years have involved HOV to HOT lane conversions and additional express lanes to 

ease traffic congestion on major road networks (FHWA n.d.n). Additionally, from 2021-2024, 

contract values heavily favored brownfield opportunities according to A-to-Be internal research 

documents (A-to-Be 2024c). The dynamic pricing market currently does not have a widespread 

number of agencies and concessions, and many are tied to long-term P3 contracts. As such, A-

to-Be must prioritize brownfield dynamic pricing markets with upcoming procurements, 
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unaddressed market gaps, system modernization efforts, and pilot initiatives. Based on this 

criteria, five states emerge as potential entry points for initial expansion.   

Market Entry 1: Washington State  

One market with great entry potential for A-to-Be is Washington State. There are five active 

tolling facilities, two of which are dynamically priced including the SR 167 HOT Lanes and 

the I-405 Express Toll Lanes (WSTC n.d.). Future tolling projects including the SR 509, the 

SR 167 Expressways, and the I-5 Bridge, are expected to commence in the coming years and 

will operate under time-of-day variable pricing (WSTC 2025). Although it is not confirmed that 

such projects will convert to a dynamic pricing system in the near future, both the Washington 

State Transportation Commission (WSTC) and the WSDOT have expressed the importance of 

reducing overall traffic congestion on existing and planned highway networks. More 

specifically the WSTC Annual Tolling Report for 2025 recommends prioritizing projects that 

aim to reduce congestion, while the WSDOT Highway Plan for 2024 confirms that congestion 

pricing strategies are being considered in project planning efforts (WSTC 2025; WSDOT 

2024). Based on these objectives and given the current presence of dynamic pricing in the State, 

it is likely that Washington will explore the prospect of expanding its dynamic pricing strategies 

among future toll projects, making this an attractive entry market for A-to-Be to monitor.   

As mentioned in Chapter 3, some BOS issues were documented by the State auditor due to a 2-

year delay in the rollout of a replacement in the State’s Good to Go tolling system (Office of 

the Washington State Auditor 2022). The findings of this report suggest a major factor was 

related to the BOS vendor as many deadlines were consistently missed due to misalignment 

with agency requirements, leading to project deferrals and resulting in significant financial costs 

to the agency (Office of the Washington State Auditor 2022). As WSDOT plans for future 

system modernization, these challenges indicate a clear need for transparency in solutions that 
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reduce further risk for the agency. For A-to-Be, these gaps are a strategic entry point, 

particularly if the company strengthens its relationship with WSDOT by leveraging its current 

market presence and credibility gained through its ongoing RUC pilot project.  

Market Entry 2: California 

California exhibits ample opportunities for strong market entry. The State’s decentralized 

agency structure allows A-to-Be to explore multiple clients within the same market, increasing 

the probability of securing a dynamic pricing project reference in this region. California’s 27 

tolling facilities are operated by a total of 13 different tolling agencies across various major 

cities such as San Francisco, Los Angeles, and San Diego, with each agency managing its 

respective facilities (FasTrak n.d.). Dynamic pricing is extremely common in this market, with 

at least 11 facilities currently operating under this pricing strategy through agencies such as 

SANDAG, OCTA, RCTC, SBCTA, Alameda CTC, and VTA. Notably, agencies like OCTA, 

RCTA, Alameda CTC, and VTA have implemented dynamic pricing across all tolling facilities 

within their jurisdiction, indicating that continuous adoption is likely in future projects. 

Operators in California are undertaking several toll road projects to meet the vast growth in 

population and congestion across the State. Near Los Angeles, the 241/91 Express Connector 

project is currently under development, with construction anticipated to begin in 2026, which 

is confirmed to be dynamically priced (Transportation Corridor Agencies 2025). Near San 

Francisco, the VTA plans to continue its advancement of Phases 4 and 5 of the Silicon Valley 

Express Lanes project (US 101), expected to integrate dynamic pricing with construction 

anticipated between 2025-2029 (VTA n.d.). Near San Diego, a 27-mile express lane corridor is 

currently under development and projected to continue throughout the next couple of decades, 

in partnership with Caltrans and USDOT (Keep San Diego Moving 2022). Although dynamic 

pricing is not confirmed for this corridor, it is assumed that this project will likely use this 
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pricing strategy as it is currently being utilized in other SANDAG facilities. These projects 

provide A-to-Be with plenty of market entry opportunities and signal a clear interest in future 

highway development and integration of dynamic pricing across its tolling facilities.  

Although dynamic pricing is widely supported in California, previous vendor system 

integration failures have led to significant revenue loss and revealed critical gaps in system 

transparency. For example, audit findings of toll operations on the SR-125 in San Diego 

revealed faulty technological misconfigurations and vendor oversight on quality control, 

damaging trust between operator-vendor relationship (Ruby 2024). As a result of these issues, 

A-to-Be, in partnership with Deloitte, secured a contract with SANDAG to replace the existing 

tolling system, earning them an opportunity to demonstrate their technological capabilities and 

position themselves as a reliable, trusted vendor in the region (Times of San Diego 2024). This 

demonstrates A-to-Be’s ability in addressing market gaps through accurate, transparent, and 

well-established technology systems, a useful strategy and reference point that can be leveraged 

in future procurements during market entry.   

Market Entry 3: Florida  

Another market demonstrating a strong transition to dynamic pricing is Florida. FDOT is 

currently in the process of updating their 30-year Transportation Plan, outlining objectives that 

include prioritizing traffic and congestion management, particularly via express lane facilities, 

using strategies such as access control, vehicle eligibility standards, and pricing (FDOT n.d.). 

The Department, in partnership with Florida’s Turnpike Enterprise (FTE), currently operate a 

total of 11 toll facilities, with only one operating under a dynamic pricing system (the I-4 

Express) and several planned for future adoption (FDOT 2025; FDOT 2025a). This includes 

various express lane projects in Tampa Bay that aim to address traffic congestion issues through 

the implementation of dynamic pricing (FDOT n.d.a; FDOT 2025a; FDOT. n.d.b). Florida’s 
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ongoing efforts to congestion management and strong political support for dynamic pricing 

present promising market opportunities that A-to-Be can continue to monitor in the coming 

years as new procurements emerge.  

To further justify Florida as a high-potential contender, market gaps similar to that of 

Washington and California, also present weaknesses in incumbent vendor technology. As 

mentioned in the previous chapter, Florida’s SunPass launch failures in 2018 resulted in 

millions of unprocessed transactions, billing disruptions, and customer overcharges, causing a 

significant loss in revenue and creating public mistrust (Fisher 2019). This example reinforces 

the State’s need for reliable technology systems, backed by adequate quality testing and vendor 

transparency and accountability. Given the State’s prioritization of express lanes projects and 

dynamic pricing implementation, it is critical that A-to-Be position itself as a dependable 

alternative to incumbent vendors in the market, aligning with Florida’s future transportation 

objectives while exhibiting high-quality system integrity and performance.  

Market Entry 4: North Carolina 

Over the years, North Carolina has shown increasing interest in the modernization of its existing 

tolling systems and integration of dynamic pricing mechanisms. The NCDOT and North 

Carolina Turnpike Authority (NCTA) currently have 11 toll projects, three of which are 

complete and open to traffic including the Triangle Expressway (2024) and Monroe 

Expressway (2018), which were modernized to include all-electronic tolling (AET) technology, 

and the I-77 Express Lanes (2019), which is North Carolina’s first and only dynamically-priced 

tolling system, operated and maintained by I-77 Mobility Partners (NCDOT 2024; I-77 Express 

n.d.). The remaining eight projects are either under construction or under development, with 

some also under consideration for the next 5 years, including Phase 2 of the Complete 540 and 

the widening of the I-77 South Express Lanes, with construction for both projects anticipated 
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for 2029 (NCDOT 2025; NC First Commission 2020). Entering this market would provide A-

to-Be with considerable near- and medium-term project opportunities to integrate dynamic 

pricing into existing tolling infrastructure, allowing the company to provide its modular 

solutions within future potential procurements. 

According to A-to-Be, the NCTA was also involved in two dynamic pricing procurements 

between 2021 and 2024, consisting of one greenfield and one brownfield opportunity, 

suggesting this agency is open to the integration of dynamic pricing solutions in their tolling 

systems (A-to-Be 2024c). This includes the NCTA’s procurement in 2021 for a Roadside Toll 

Collection System (RTCS) with dynamic pricing capabilities for the I-485 Express Lanes 

project, anticipated for completion in 2026 (NCDOT 2025-a). The NCTA’s recent investments 

also follow NC First Commission’s findings, a Commission tasked with providing 

recommendations on the financing strategy of transportation in North Carolina over the next 10 

years, which suggest that highway tolling projects focus on modernization and relieving overall 

traffic congestion (NC First Commission 2021). All these efforts are clear indicators of a 

growing and evolving market open to the adoption of dynamic pricing in its tolling systems, 

creating favorable market entry conditions for A-to-Be. 

Given the number of upcoming toll projects expected, and based on the NCTA’s commitment 

to toll modernization, the agency has created a roadmap outlining upcoming procurements in 

line with both current and new projects. Specifically, although the Monroe Expressway’s 

current contract expires in January of 2027, a new contract for a RTCS is expected for January 

of 2026 (NCTA 2025a). Considering the NCTA’s previous I-485 Express Lanes RTCS 

procurement, it is assumed that this RTCS contract will likely require dynamic pricing 

capabilities, making it an ideal opportunity for A-to-Be to potentially compete for a system 

modernization contract. Additionally, the NCTA also anticipates several procurements in the 

longer-term, including a BOS contract following its expiration in October 2030, as well as 
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RTCS procurements for the Triangle Expressway and Complete 540 ahead of contract 

expiration in June of 2033, with all new contract dates yet to be determined (NCTA 2025a). 

These planned procurements, combined with strong political will, interest in highway 

modernization and efficiency, and the absence of entrenched incumbent vendors, presents 

North Carolina as an optimal market entry point for A-to-Be to integrate dynamic pricing into 

its existing solutions, translating it into scalable U.S. market references.  

Market Entry 5: Illinois (long-term) 

Entering the Illinois market offers a strategic opportunity for A-to-Be as the State has not yet 

adopted dynamic pricing but is actively exploring it. In a recent release of Illinois Tollway’s 

20-year Strategic Plan, main objectives include the development of new facilities and 

modernization of existing tolling systems, specifically with intentions to “explore dynamic 

pricing” as part of broader sustainability efforts, and to “allow for alternative procurement and 

delivery methods, along with pilot, investment and commercialization partnerships” (Illinois 

Tollway 2025 p.20-21). This indicates State openness to new vendors and innovative 

technology. Additionally, in a previous study for the I-55 managed lanes, the IDOT concluded 

that dynamic pricing should be incorporated upon completion of the project as it was found to 

be the most effective solution for both congestion relief and traffic flow (IDOT n.d.). Both 

initiatives demonstrate a clear direction away from traditional methods to more innovative 

strategies, aligning well with political objectives. For A-to-Be, this is a market that offers 

immense potential, specifically in the long-term being that it is not deeply entrenched by 

incumbent vendors, allowing A-to-Be to establish a strong presence from the onset. 

2.2.2 Strategic Positioning and Recommended Value Proposition  

Having identified five key potential market entry points, A-to-Be must strategically define what 

it stands for within these markets and position themselves as the best option for agencies among 

other incumbent competitors in these regions. This is especially important in brownfield 
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markets where competition is typically high and existing business relationships are well-

established. In doing so, A-to-Be can better align its product performance and capabilities with 

agency needs, based on current market gaps, setting themselves apart in an industry 

characterized by strong vendor lock-in. This section builds on the insights gathered in the 

previous chapter to help define A-to-Be’s identity in the U.S. dynamic pricing market, with a 

specific focus on the five key entry states. 

Chapter 3 revealed numerous instances of failed system deployments and operational 

discrepancies across the U.S., demonstrating major limitations in incumbent vendor solutions. 

Agency concerns often involve the absence of reliable, transparent systems, with many 

experiencing integration issues with existing tolling systems, resulting in significant financial 

impacts, project delays, and public mistrust. Consequently, agencies are seeking vendors who 

address these gaps by providing transparent pricing logic, and adequate product performance 

that they can depend on. These needs also correspond with increasing regulatory requirements 

concerning data governance, obliging vendor systems to operate independently of competitors 

and ensure protection of sensitive mobility data. As system modernization continues to be 

prioritized, agencies also favor more flexible, cloud-based solutions that are auditable and do 

not require inefficient vendor intervention. Furthermore, vendors whose solutions stem beyond 

traditional tolling systems to cover a broad range of future-oriented mobility solutions can be 

viewed as more innovative and aligned with sustainable mobility objectives. Altogether, these 

findings shape the direction in which A-to-Be would need to position itself for successful 

market entry, guided by three core elements that respond directly to the unmet needs identified.   

Firstly, A-to-Be should emphasize its product modularity and brownfield compatibility. Given 

the predominant brownfield market with systems composed of rigid legacy architecture, it is 

crucial that A-to-Be promotes seamless integration of its product offering with existing 

infrastructure. Previous cases of system implementation failures reinforce the importance of 
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successful integration on agency operations and vendor credibility. A-to-Be’s MoveBeyond 

platform is fundamental in this positioning because its vendor-neutral, API-focused, and 

cloudy-ready architecture enables seamless integration without requiring full system 

replacement, useful in brownfield markets like Washington and North Carolina. This modular 

design supports agency expectations and positions A-to-Be as a low-risk contender, which is 

essential in the procurement process.   

Secondly, A-to-Be should highlight transparency and configurable pricing logic across its 

technology solutions. These qualities are critical for vendors to execute and are prioritized by 

state governments, as many procurements require compliance with transparency regulations. 

Previous audit findings suggest agencies are likely to deter from opaque “black-box” systems 

that offer limited traceability and hinder public trust. This gives A-to-Be the space to 

circumvent these weaknesses by enabling fully transparent and configurable pricing logic, 

positioning the company as a vendor who values system transparency, vendor accountability, 

and prioritizes the interests and needs of the client. This would be especially valuable in markets 

like Florida and California, where vendor trust is highly sensitive.  

Lastly, A-to-Be should market as a broad, future-oriented mobility solutions integrator, 

stemming beyond traditional tolling mechanisms. Given emerging state sustainability 

objectives and growing mobility shifts, agencies are seeking vendors that support a wide range 

of services beyond the typical tolling solutions. This includes products equipped with advanced 

technologies such as AI, V2X, and GNSS-based tolling, and services relating to EV charging, 

parking, and public transportation. A-to-Be’s offerings directly support this direction, 

characterizing the company as flexible and adaptable to future-oriented expansion projects 

while highlighting its ability to scale beyond tolling. This positioning is particularly relevant in 

markets like Illinois, North Carolina, and California where sustainability and efficiency 

objectives shape transportation planning.  
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Overall, these positioning elements help distinguish A-to-Be from incumbent vendors by 

presenting the company as an adaptable, transparent, and progressive alternative that is well-

aligned with agency needs. For agencies who lack transparency and flexible dynamic toll 

pricing solutions, A-to-Be is the future-oriented vendor that offers advanced, transparent, and 

seamless integration systems for brownfield dominant markets because its technology is 

vendor-neutral, configurable, and interoperable, reducing implementation risk and 

strengthening client control. 

2.3 Competitive Strategy for Securing Procurements 

Building on the three recommended strategic positioning elements for differentiation 

established in the previous sub-chapter, this section outlines how A-to-Be can compete 

successfully and secure procurement contracts in the U.S. dynamic pricing market. The 

recommendations proposed form the basis of this section and center around three key pillars: 

building credibility, gaining references, and obtaining legitimacy.  

2.3.1 Building Credibility 

Vendors who already have a reputation of providing credible solutions often have a competitive 

advantage because agencies automatically perceive them as low-risk and reliable in executing 

client demands. As previously mentioned, reliability is something that agencies actively seek 

during the procurement process and have become increasingly important given prior vendor 

integration issues. Since A-to-Be has not yet established themselves in the U.S. dynamic pricing 

market, building credibility in this sector is vital to securing future contracts. However, 

achieving this is far more difficult when entering the market independently. Thus, A-to-Be can 

benefit from forming partnerships with trusted engineering consultancy firms who can validate 

the company’s capabilities and reduce agency concerns.   

Given the extensive size and complexity of most highway projects in the U.S., DOTs rarely 

tackle them alone but rather depend on trusted engineering consultancy firms to support in the 
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design and construction of infrastructure, conduct feasibility studies, define technical 

requirements, and assist with procurement strategies (FHWA n.d.a). Engineering consultancy 

firms play a vital role in project success and execution and see the project through its entirety. 

This means that engineering firms already have the built trust from agencies that A-to-Be would 

require to easily enter the market and alleviate perceived risk. Therefore, a partnership or 

subcontracting model with an established engineering firm builds credibility and is a solid entry 

strategy for A-to-Be to enter the dynamic pricing market.  

Although strategic and effective, A-to-Be’s partnership with Deloitte alone does not fully 

provide the company with the required engineering and corridor-design network influencing 

agency decisions. By diversifying their partnership network, A-to-Be’s visibility could increase 

significantly. Firms such as Kimley-Horn, HNTB, WSP, and AECOM, who are actively 

involved in the dynamic pricing market, are all examples of companies that A-to-Be could 

target to build credibility and potentially secure project references.  

More specifically, AECOM is present in projects such as the Triangle Expressway in North 

Carolina, the SR 91 in California, and the I-405/Brickyard to SR 527 Improvement project in 

Washington State, three projects that are expected to implement dynamic toll pricing once 

complete (AECOM n.d; AECOM n.d.a; AECOM 2023). Another example is HNTB who 

assisted in the final civil and structural design of the I-15 in San Diego, a project with 20 miles 

of dynamic variable pricing (HNTB n.d.). The firm’s main responsibilities included creating 

preliminary planning assessments and evaluating, selecting, and negotiating toll system 

integrator contracts (HNTB n.d.). Both AECOM and HNTB play an influential role in the 

tolling industry across the U.S. and such a partnership would help bring immediate entrance 

into the market.  
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By diversifying its partnership network to include trusted engineering firms, A-to-Be can build 

the credibility needed to become more visible in the brownfield market. Moreover, this 

recommendation also allows A-to-Be to enter contracts that would otherwise be difficult to 

achieve independently and helps increase A-to-Be’s overall client network. These partnerships 

can have a lasting effect on the success of A-to-Be in the dynamic pricing market, enabling 

initial opportunities for the company to prove its capabilities, and eventually placing them “on-

par”, or even ahead, of incumbent vendors in future procurements. 

2.3.2 Gaining References 

Although A-to-Be has established a presence in the U.S. tolling industry, and has countless 

successful international projects verifying the company’s capabilities, it has yet to secure a 

dynamic pricing project in the U.S. Given how robust and extensive most expansion projects 

are, agencies are more inclined to choose a vendor with credentials that demonstrate the 

company’s integration abilities with state infrastructure, making entry more difficult. Therefore, 

A-to-Be must secure a project with the least amount of risk to ultimately prove its capabilities.   

Launching a smaller scale, affordable pilot project allows A-to-Be to generate its first dynamic 

pricing reference while reducing potential risks. This includes opportunities to support or co-

develop a single lane or short corridor pilot to test capabilities in practice and verify product 

integration with existing systems. The U.S. DOT often encourages the use of pilots to test road 

pricing strategies prior to a full rollout because it allows agencies to test and evaluate pricing 

logic, system integration, and public acceptance, reducing both political and financial risk 

(USDOT 2008). This can be seen in many pilots including the MnPASS’s conversion of HOV 

to HOT lanes, which initially faced public opposition but resulted in increased public 

acceptance (FHWA 2021). Additionally, the infamous Stockholm congestion pricing pilot, 

which evaluated how congestion pricing would affect traffic, emissions, and public perception 

within a 7-month period, found that traffic, congestion, and emissions dropped, while public 



Ema Estevães Pereira 

 
 

31 

acceptance increased (Eliasson et al 2009). Both cases further emphasize the importance of 

pilot projects in shaping public perception and demonstrate that successful pilots can generate 

strong references in a low-risk environment. In doing so, they reduce both political and 

procurement risks, as agencies are able to evaluate a vendor’s performance without committing 

to large investment contracts, making pilot projects an effective pathway for A-to-Be to 

establish its reputation in the industry.  

Through a pilot project, A-to-Be can showcase its compatibility with current brownfield market 

conditions through integration with existing BOS infrastructure and roadside technology. The 

results of this pilot would evaluate A-to-Be’s pricing performance based on traffic conditions, 

vehicle throughput, and system quality and transparency. This helps agencies assess whether 

A-to-Be possesses the ability to implement dynamic pricing models in larger scale projects. 

Such pilots can potentially be executed in the five key states mentioned previously including 

the SR-167 in Washington, the I-680 Sunol Express lanes in California, the I-275 Pinellas 

Corridor in Florida, the upcoming procurement of a RTCS on the Monroe Expressway in North 

Carolina, and future pilot programs aligned with the Illinois Tollway Strategic Plan.     

This recommendation aligns well with A-to-Be’s objectives by providing the necessary 

references to expand in the U.S. market and give proof of dynamic pricing capabilities and 

product performance. Pilots are an ideal market entry strategy because they do not require 

substantial investment costs for A-to-Be and provide a low-risk solution for both the company 

and agency, making them easier to execute than large-scale projects.  

2.3.3 Obtain Legitimacy 

For A-to-Be, obtaining legitimacy and visibility in the U.S. dynamic pricing market are critical 

to successfully compete against incumbent vendors. Strengthening these qualities ensures that 

agencies perceive A-to-Be as a knowledgeable, serious contender, positioning them as high-

priority during the procurement process. Hence, A-to-Be should actively engage with trusted 
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industry associations valued by DOTs and other agencies for industry knowledge and research, 

to help endorse the company’s position in the market.  

Associations such as the International Bridge, Tunnel and Turnpike Association (IBTTA), 

Institute of Transportation Engineers (ITE), the Intelligence Transportation Society of America 

(ITS America), and the Transportation Research Board (TRB) are all associations that DOTs 

and other agencies trust for industry knowledge and research. A-to-Be currently engages with 

all four associations in various ways. They are already an active member and platinum sponsor 

of the IBTTA, they regularly follow ITS America conferences and sometimes participate, and 

they follow the TRB weekly digests and conferences, although this association’s academic 

direction falls outside of company operations. Considering A-to-Be’s current involvement, this 

recommendation focuses on the transition from general participation to strategic knowledge 

sharing contributions within these associations.   

Although equally valuable, the associations listed above can offer different strategic benefits 

for A-to-Be. The IBTTA is an international tolling association for owners and operators of toll 

facilities, and part of their mission is to deliver industry education through webinars and forums 

to advance tolling operations (IBTTA n.d). This association provides A-to-Be with a platform 

for the company to share its expertise and successful case studies directly to agencies and State 

DOTs. Events such as the Finance, RUC & Managed Lanes Summit provides opportunities not 

only for sponsorship, but to participate in the event by submission of a presentation summary, 

where the company could potentially be selected to be a speaker, representing both company 

knowledge and accomplishments (IBTTA 2025). Through this, A-to-Be can highlight relevant 

case studies including international projects, its successful SANDAG contract in San Diego, 

and its RUC pilot in Washington. This helps strengthen A-to-Be’s credibility and demonstrates 

readiness for future U.S. dynamic pricing projects.  
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ITS America helps promote innovative, technology-driven solutions that make mobility 

efficient, uniting governments and industry professionals through knowledge sharing and 

policy insights (ITS America n.d.). They host both national and international conferences 

demonstrating emerging industry trends and provide knowledge sharing through reports, white 

papers, and case studies (ITS America n.d.). Similarly, the ITE provides industry professionals 

with conferences and publications, focusing less on technological innovation and more on 

industry education and research (ITE n.d.). A-to-Be can strengthen engagement with these 

associations through white papers or technical briefs to communicate industry findings, trends, 

and best practices, which can be further enhanced by co-authoring with engineering firms 

gained through partnerships, as previously recommended.  

By shifting from general member and sponsor to a recognized expert in the industry, A-to-Be 

can solidify themselves as a legitimate player in the dynamic pricing market, increasing 

visibility and reducing agency uncertainty. Active engagement with associations, combined 

with the recommended actions, are key to increasing the chances of being selected for pilot 

projects, contracted through RFPs, and trusted by agencies to execute complex deployments.  

Key Takeaways 

Chapter 4 recommends pursuing a brownfield market entry strategy specifically targeting five 

priority states, each offering market gaps highlighted in Chapter 3, that A-to-Be can use to 

position themselves and differentiate from incumbents accordingly. To gain a competitive 

advantage and secure procurements, A-to-Be must act upon three mutually reinforcing pillars: 

building credibility through targeted partnerships, gaining references through low-risk pilots, 

and obtaining legitimacy through knowledge sharing and industry associations. These 

recommendations form the foundation for the detailed execution plan and phased roadmap that 

will follow in Chapter 5, translating this strategy into a replicable action plan for dynamic 

pricing deployment.
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3 Implementing Dynamic Pricing Successfully 

3.1 Summary of Key Findings 

3.1.1 Barriers Preventing Successful Dynamic Pricing Implementation (Written 

By: Henrique Moura Neto Lírio Galveia) 

Several barriers currently limit A-to-Be’s ability to successfully implement dynamic pricing. 

The first relates to internal capability and product maturity. Although the company has strong 

experience in roadside systems, back-office processing and traffic management platforms, its 

dynamic pricing functionality remains at an early stage of development. The organization does 

not yet have a commercially validated pricing engine capable of operating in real time as a 

complete data-to-price loop. Existing research and simulation tools demonstrate technical 

potential, but they have not yet translated into an operational system ready for deployment. The 

absence of a live dynamic pricing reference further restricts credibility in procurement 

processes and reduces the likelihood of being considered for high-exposure managed lane 

projects. Moreover, internal expectations suggest that full maturity may only be achieved within 

the next few years creating a timing mismatch with the level of robustness expected by agencies 

for mission-critical infrastructure. 

A second barrier emerges from the competitive landscape, which is very consolidated and 

dominated by long-standing incumbents with extensive references on major express lane 

corridors. These vendors benefit from contractual continuity, deep integration with existing 

systems and strong institutional trust. In addition, the majority of opportunities occur in 

brownfield environments, where systems are already in place and agencies typically prefer to 

retain the incumbent provider due to integration complexity and risk aversion. Past failures in 

toll system upgrades across the country have increased scrutiny, making agencies even less 

willing to trust unproven vendors into pricing and revenue-critical components. 
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A third barrier is institutional and political. Dynamic pricing in the U.S. is formed by complex 

state-level regulations, approval procedures and governance structures involving multiple 

authorities engineering consultants and concessionaires. Tolling and pricing continue to be 

politically sensitive topics, and even well-designed initiatives can encounter public or 

legislative pushback. As a result, agencies tend to be cautious when considering new suppliers 

especially when the technology is still developing and has limited real-world deployment. 

Finally, dynamic pricing requires a demanding operational and technical environment that is 

not always present in existing corridors. High-quality, continuous data streams, multi-sensor 

detection, reliable classification and interoperable back-office systems are essential, yet many 

infrastructures rely on legacy architectures that complicate integration. Previous incidents in 

tolling have shown how data inconsistencies or system misalignments can generate revenue 

loss and be negative for vendor’s reputation. For A-to-Be, this necessitates a gradual, low-risk 

validation approach, which slows deployment and extends the timeline needed to demonstrate 

reliable performance. 

3.1.2 Critical Success Factors Emerging from the Analysis (Written By: Henrique 

Moura Neto Lírio Galveia) 

Achieving successful dynamic pricing implementation for A-to-Be depends on a combination 

of internal, external, strategic and operational conditions that must align to overcome the 

barriers previously identified. From an internal perspective, success requires strengthening the 

technological readiness of the solution by consolidating the existing capabilities of 

LinkBeyond, MoveBeyond and Atlas into a cohesive real-time pricing engine. The company’s 

strong foundations in sensing, transaction processing, and traffic management offer meaningful 

advantages, yet these must evolve into a reliable continuous data-to-price loop supported by 

consistent algorithm performance, high-quality data collection, and robust integration across 
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system layers. Advancing these internal capabilities is essential, given the innovation gap 

relative to competitors and the risk-averse nature of the tolling industry. 

At the market level, A-to-Be must position itself to succeed within a predominantly brownfield 

environment where most opportunities involve upgrading existing systems rather than 

designing new ones. The ability to integrate seamlessly with legacy architectures emerges as a 

decisive factor, as agencies prioritize solutions that minimize operational disruption, reduce 

technical risk, and remain vendor neutral. Transparent, auditable and configurable pricing logic 

is also a very important success factor, reflecting growing demand for systems that support 

regulatory compliance and avoid opaque algorithmic behaviors. These expectations are 

strengthened by the competitive landscape where incumbent vendors have faced integration 

failures and governance challenges, increasing agencies’ focus on transparency, reliability and 

operational robustness. 

Strategically, the analysis indicates that early market success requires building credibility 

through partnerships with established engineering consulting firms. These actors hold 

significant influence during project design and procurement, and their endorsement reduces 

agency concerns about adopting a new dynamic pricing provider. Securing a low-risk pilot 

constitutes another essential success factor, as it allows A-to-Be to demonstrate pricing 

performance, integration quality, and operational maturity in a controlled environment without 

requiring large-scale commitments from the agency. Such a reference is vital to obtaining 

visibility and legitimacy in a market where proven dynamic pricing deployments strongly 

determine vendor selection. 

Operationally, success depends on the ability to demonstrate algorithm stability, data integrity 

and interoperability under corridor-specific conditions. The phased roadmap highlights the 

importance of institutional acceptance, consistent performance during calibration phases and 
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alignment with agency timelines for corridor renewal or modernization. Strengthening visibility 

through active contributions to industry associations further strengthens legitimacy and 

supports long-term strategic positioning. Taken together, these factors define the critical 

conditions that must be met for A-to-Be to establish a credible, competitive and scalable 

presence in the dynamic pricing market. 

3.1.3 Current Maturity Level of A-to-Be’s Dynamic Pricing Capabilities (Written 

By: Henrique Moura Neto Lírio Galveia) 

A-to-Be’s dynamic pricing capabilities are best described as being at an intermediate level of 

maturity, where strong technological foundations coexist with significant gaps in commercial 

deployment. The company already operates robust roadside, back-office and traffic 

management platforms through LinkBeyond, MoveBeyond and Atlas, which together provide 

many of the functional components required for dynamic pricing, including high-frequency 

traffic sensing, transaction processing, account management and integration with traffic 

management centers. Long-standing experience in tolling, participation in advanced research 

and innovation projects such as TANGENT and MODALSHIFT, and a growing track record 

in road user charging and connected mobility show that the core data, modelling and systems-

integration competences are in place. 

However, these elements have not yet been consolidated into a commercially validated dynamic 

pricing engine that can operate as a continuous data-to-price loop in live corridors. The absence 

of an operational reference in managed lanes or congestion-pricing schemes remains a critical 

limitation, particularly in markets where agencies heavily rely on proven projects to reduce 

perceived risk. Internally, the company expects its dynamic pricing modules to reach 

technology readiness levels six to seven within a two-to-four-year horizon, which implies that 
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current development is still focused on validation, integration hardening and alignment with 

real corridor conditions rather than full-scale deployment. 

The roadmap structured around the Monroe Expressway reflects this transitional status. Early 

phases emphasise analytical and advisory roles, controlled pilots and non-intrusive validation 

of algorithms using corridor data without affecting live operations, which is consistent with a 

solution that is not yet treated as mission critical by agencies. Risk management and KPI 

frameworks further underline that the present focus is on demonstrating algorithm stability, data 

integrity, interoperability with existing roadside and back-office systems and institutional 

acceptance, all of which are prerequisites for higher maturity levels. 

Overall, the current maturity of A-to-Be’s dynamic pricing capabilities can be characterized as 

technically promising but pre-commercial, with solid building blocks and a clear pathway to 

deployment, yet still lacking the operational proof, hardened integration and reference projects 

that define fully mature dynamic pricing providers in the United States. 

3.1.4 What Quick Wins vs. Long-term Opportunities Exist? (Written by: Beatriz 

Isabel Martins Gonçalves) 

A first set of quick wins emerges directly from A-to-Be’s existing assets and market presence. 

The company already operates a mature, integrated tolling and back-office ecosystem 

(MoveBeyond, LinkBeyond, and Atlas). As detailed in chapter 2, these platforms already 

provide advanced capabilities in data collection, back-office processing, interoperability, and 

traffic management corresponding to the technical expectations of U.S. transportation agencies 

(state and regional public-sector clients). These capabilities can be leveraged to demonstrate 

operational readiness for Brownfield environments, where the majority of U.S. dynamic pricing 

opportunities currently exist. As U.S. transportation agencies increasingly favour flexible, 

vendor-neutral, and cloud-ready architectures, giving A-to-Be’s emphasis on interoperable 
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system design offers a low-risk differentiator that can be communicated clearly in early 

engagements. 

A second quick win concerns building credibility through strategic partnerships, which the 

benchmarking analysis identifies as a critical success factor in the U.S. market. Transportation 

agencies frequently rely on established engineering and consulting firms, such as AECOM, 

HNTB, WSP, and Parsons, for project evaluation, procurement preparation, and vendor 

recommendation. By forming early alliances, A-to-Be can mitigate the high perceived risk 

associated with entering a mature and competitive market, while gaining visibility in early 

project stages. A-to-Be’s existing presence in the U.S. further facilitates engagement and 

supports these early relational wins. 

A third quick win involves institutional visibility and participation in industry networks. As 

documented in Chapter 4, A-to-Be is already a member of major U.S. mobility and tolling 

associations such as IBTTA, ITS America, and ITE. Strengthening its presence within these 

institutions through white papers, technical presentations, and case-study dissemination offers 

a low-barrier opportunity to increase brand recognition and signal commitment to the dynamic 

pricing ecosystem.  

On the long-term horizon, the most significant opportunity involves developing and 

commercially validating an integrated, real-time dynamic pricing solution. As identified in the 

gap analysis (Appendix 3) A-to-Be currently lacks both a live dynamic pricing reference and a 

fully integrated pricing mechanism capable of real-time recalibration. 

A second long-term opportunity relates to institutionalizing the transition from research to 

commercial products. A-to-Be has strong modelling competencies, yet these have not evolved 

into commercial deployment frameworks. Establishing internal structures, such as dedicated 
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dynamic pricing units, product development roadmaps and cross-functional governance, would 

help accelerate the pathway from algorithmic research to operational implementation. 

Finally, dynamic pricing capability development opens the door for A-to-Be to expand 

strategically into other next-generation tolling domains, including GNSS-based tolling, MaaS 

integration, and AI-enabled predictive mobility systems. These areas align with A-to-Be’s 

existing technological direction and broader industry trends, offering long-term paths for 

diversification and competitive strengthening beyond the U.S. dynamic pricing market. 

3.2 Strategic Recommendations 

3.2.1 A-to-Be’s Dynamic Pricing Vision and Objectives (Written by: Ema Estevães 

Pereira) 

Dynamic pricing technology is vastly emerging in the U.S. as States look to reduce traffic 

congestion in accordance with economic and sustainability objectives. As a result of this shift, 

A-to-Be would benefit greatly from entering this specific sector because it stems beyond just 

an added technological feature to the company’s portfolio. It provides the company with future 

growth opportunities in line with State directions for more innovative, sustainability-driven 

technological solutions to mobility. Currently, A-to-Be demonstrates a strong willingness to 

provide solutions that meet this growing demand based on the company’s innovation roadmap 

highlighted in Chapter 2.4. Additionally, the market gaps noted in Chapter 3 reinforce State 

requirements for more transparent and reliable technology with limited deployment risks. As 

such, A-to-Be’s dynamic pricing vision should be to position themselves as a trusted, future-

oriented mobility solutions provider, driven by technological innovation and capable of 

delivering accurate pricing algorithms that are scalable and adaptable to U.S. systems.   

The recommendations outlined throughout the work project help guide the main objectives for 

A-to-Be to undertake. The analysis indicates a strong need for reliable and adequate systems 

that agencies can count on to meet both performance standards and economic and sustainability 
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goals. For this reason, one of A-to-Be’s objectives should be to tailor dynamic pricing systems 

to ensure full capabilities of delivering travel time reliability for users and real-time 

responsiveness. This means ensuring the technology and product offerings can be seamlessly 

integrated with existing infrastructure while being up to par with current dynamic pricing 

systems in the U.S. The company’s MoveBeyond platform enables such interoperability and 

should be leveraged in achieving this objective.  

By extension, A-to-Be should also focus on ensuring pricing systems are transparent and 

auditable given previous agency issues with vendors. This not only enhances A-to-Be’s 

reputation in the dynamic pricing market but helps differentiate from other incumbent vendors 

who have fallen short in this area. This objective specifically addresses the current market gaps 

and agency concerns.    

In addition to technological development and transparency, A-to-Be should direct its main 

priority to building credibility and establishing a market presence through references. In order 

to gain recognition and secure procurements in such a highly competitive market, A-to-Be 

would need to build its dynamic pricing credentials to prove its capabilities and gain the trust 

needed from agencies. As mentioned throughout the work project, pilot projects are the best 

option to achieve this objective as they present the lowest risks for both A-to-Be and the client 

and allow A-to-Be to showcase their abilities at a smaller scale rather than through full large-

scale deployments. If successful, the firm would then be able to scale to larger State projects, 

and potentially even enter other emerging transportation technology markets, further securing 

long-term market presence for A-to-Be. 
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3.2.2 Market Segment Priorities: What should A-to-Be prioritize first? (Written by: 

Ema Estevães Pereira) 

To determine which market segments A-to-Be should prioritize first, a set of criteria can be 

established to ensure the firm maximizes results and reduces overall company risk. Based on 

the analysis and findings of this work project, A-to-Be should target States that have already 

integrated dynamic pricing into existing toll infrastructure or have planned for it in future 

transportation planning documents. This ensures less resistance upon entry into markets that 

already have the political will and regulatory objectives to support the implementation of 

dynamic pricing and makes it easier to secure procurements. Additionally, A-to-Be should also 

consider its existing technological capabilities and ensure alignment with State infrastructure 

systems to reduce risk and avoid creating entirely new modules. Lastly, A-to-Be must prioritize 

markets that offer the strongest opportunities to secure a small pilot project, which is crucial for 

the company’s growth and building dynamic pricing references in the U.S.  

The specific use segments that A-to-Be should prioritize are managed express lanes including 

HOT corridors as they already have the infrastructure in place to integrate dynamic pricing. 

This is the easiest environment to secure A-to-Be’s initial reference because tolling mechanisms 

already exist which mean there is less public resistance, and agencies are more inclined to 

enhancing existing, outdated systems. A-to-Be has the experience and technological resources 

and capacity to deliver solutions for this segment, allowing the firm to integrate dynamic pricing 

without major architectural redesign.  

Within the managed lanes sector, A-to-Be must also prioritize critical States that demonstrate 

the optimal environment for the company’s successful market entry. These states were 

identified as Washington, California, Florida, North Carolina, and Illinois, as all markets exhibit 

commitments to corridor expansions, modernization, and clear sustainability and congestion 

reduction objectives. Among the five states, North Carolina offers the highest potential for 
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market entry through its active highway projects and upcoming procurements, specifically 

through its Monroe and Triangle Expressway projects. Focusing on states that express a strong 

interest for dynamic pricing and other technological solutions to reduced congestion, are 

favourable markets for A-to-Be as they increase the chances of securing opportunities and scale 

further in the market.   

One recurring priority segment found through the analysis is States undergoing toll system 

modernization. Legacy systems, such as those in Washington and Florida, create opportunities 

for natural market entry as agencies are more likely to assess and consider the implementation 

of new technologies and innovative solutions as part of their modernization agenda. In these 

cases, A-to-Be can position its advanced tolling and dynamic pricing solutions as essential to 

comprehensive system improvements, offering added value to agencies seeking modern 

solutions and improved user experience across tolling infrastructure.       

3.2.3 Organizational Capabilities to be Developed (Written by: Maria Valentina 

Arroyave Estupiñan) 

To advance the implementation of dynamic pricing in the U.S., A-to-Be needs to strengthen 

several internal capabilities that are not yet fully developed, according to the gaps identified in 

the internal analysis. The preliminary analysis shows significant gaps in both technological and 

commercial readiness. Currently, A-to-Be does not have a live reference for a dynamic pricing 

system in operation, while other providers already have active deployments in the U.S. This 

absence reduces the company’s credibility with agencies seeking proven experience for Express 

Lanes projects. There is also a technical gap, as A-to-Be does not yet have an integrated and 

validated dynamic pricing engine that can recalculate rates in real time (see Appendix 3). 

Moreover, the traffic information used by A-to-Be in other functions is not currently connected 

to an automatic minute-by-minute price update cycle, which is necessary to meet the standard 

offered by other providers.  
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Previous analyses also indicates that A-to-Be has a solid foundation in research, tolling 

technologies, and traffic management (e.g., TANGENT, MODALSHIFT), but these advances 

still need to be translated into commercial solutions ready for the U.S. market. This requires 

developing clearer internal processes to transition from research to execution, forming teams 

dedicated specially to dynamic pricing, and improving product governance to reduce risks in 

real projects.  

Furthermore, the technical study describes several requirements needed to operate dynamic 

pricing, such as reliable sensors, high-frequency data, and traffic and behavior models, as noted 

in previous technical documents and studies on dynamic systems (Claudio Lombardi 2021). 

These elements must work together within an algorithmic engine that connects properly with 

central systems. To achieve this, A-to-Be needs to strengthen its capabilities in integration, data 

analysis, predictive modeling, and continuous operation of the pricing engine. 

In addition, market studies show that agencies value transparency, ease of integration, and 

solutions that minimize operational risk, especially after documented failures in vendor 

implementations in different states (WSDOT 2022) . In this context, A-to-Be must reinforce its 

commercial capabilities, particularly in managing bids for toll agency RFPs, collaborating 

closely with local agencies and consultants (e.g., AECOM, HNTB), and developing low-risk 

pilots in Brownfield environments that demonstrate system reliability. Strengthening these 

capabilities will enable the company to establish a more competitive position in the dynamic 

pricing market. 

3.2.4 Competitive Positioning of Dynamic Pricing (Written by: Maria Valentina 

Arroyave Estupiñan) 

After considering the market entry strategies outlined above, the next step is to define how A-

to-Be should be positioned dynamic pricing competitively within the U.S. market. A clear 
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positioning strategy is essential to differentiate the offering and to convert identified 

opportunities into actual deployments. 

This positioning should build on the elements that distinguish the company within the mobility 

sector. As described in Chapter 2, its tolling and traffic management solutions that are 

characterized by modularity, interoperability, and the ability to operate in complex 

environments, which allows dynamic pricing to be framed as a natural extension of existing, 

proven technologies. This international trajectory contributes to perceived credibility and 

provides a foundation for communicating technical stability and operational maturity (A-to-Be 

2025e). 

In the U.S. context, competitive analysis shows that agencies often prioritize suppliers capable 

of integrating with existing systems and minimizing risks associated with technological 

migration. This is particularly relevant in Brownfield projects, where coexistence between new 

components and legacy platforms is a common requirement. The company can therefore 

position its offering by highlighting its modular architecture and “building blocks” approach, 

which enables dynamic pricing modules to be incorporated without requiring full system 

replacements or operational disruptions (A-to-Be 2025h). 

Analysis of previous market failures also indicates that transparency and traceability in pricing 

decisions are decisive factors for agencies, which must justify rate adjustments to auditors, 

supervisors, and users. As such, positioning can emphasize configuration clarity and the ability 

to demostrate how toll values are generated in relation to traffic conditions. This aligns with the 

experience using platforms that already process and visualize real-time data, such as Atlas (A-

to-Be Atlas TED). and corresponds to governance criteria noted in the regulatory analyses 

referenced in this work. 
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Dynamic pricing can also be presented not as an isolated feature but as part of a broader mobility 

platform. As noted in the technical analysis, the company already works in areas such as Road 

User Charging, advanced traffic management, GNSS sensors, and V2X technologies (A-to-Be 

RUC). Integrating dynamic pricing into this wider portfolio allows the company to convey that 

it addresses not only a corridor-level operational need but also supports agencies in their 

transition toward more connected, efficient, and sustainable mobility systems. 

Overall, a competitive positioning can be structured around three core ideas, credibility derived 

from its international experience, compatibility with Brownfield environments enabled by a 

modular architecture, and a broader mobility vision in which dynamic pricing is integrated with 

existing capabilities in tolling, traffic data, and digital mobility services. These elements 

together allow dynamic pricing to be presented as a robust and adaptable solution aligned with 

the priorities of U.S. transportation agencies. 

3.3 Expected Impact 

3.3.1 Short-term and Long-term Revenue Uplift (Written by: Raquel Horta Dos 

Santos) 

In the previous chapter a detailed financial analysis was conducted, including the identification 

of key revenue and cost drivers, namely network coverage, traffic volume, vehicle mix, and 

technological adjustment and maintenance requirements. Furthermore, a scenario analysis was 

also performed, indeed pessimistic, moderate, and optimistic scenarios were simulated. Lastly, 

and the evaluation of the evolution of gross profit over time under each scenario was also carried 

out.  These assessments allow for a more comprehensive understanding of how this project may 

create an uplift in A-to-Be’s revenue in short and long term. 

The revenue uplift conclusions will be based on the moderate scenario only, as it represents the 

most balanced and realistic projection of project’s performance. While the pessimistic and 
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optimistic scenarios are useful for testing uncertainty, the moderate scenario incorporates 

assumptions that align with historically observed traffic patterns, typical market behavior, and 

the central estimates used in the financial model. Therefore, it serves as the most reliable 

benchmark for estimating the project’s expected revenue uplift. 

As seen in table 16, the potential revenue of the project grows from 524 995,10€ in year 1 to 

562 780,03€ in year 9, in the moderate scenario, which represents a growth of approximately 

8% over 10 years. 

In the short term (year 1 to year 3), revenue growth is not very accentuated, increasing from 

524 995,10€ to 533 561,35€, which corresponds to an uplift of approximately 1,6%. However, 

this relatively modest revenue uplift is expected, reflecting both the typically stable evolution 

of traffic volumes and the gradual impact of implementing dynamic toll pricing. 

On the other hand, on the long run (from year 4 onwards), the growth in revenue becomes 

slightly more accentuated reaching 562 780,03€ in year 9, for instance, which represents a 

growth of approximately 4,6% from year 4 to year 9. Although the growth remains relatively 

modest, it is nonetheless almost three times higher than the short-term revenue increase. 

However, if the annual uplift is analyzed, it is possible to conclude that it remains constant at 

approximately 1%, which, once again, reflects the slow but steady increase in traffic volume. 

Therefore, it is possible to conclude that the financial impact of implementing dynamic toll 

pricing in the U.S. for A-to-Be becomes increasingly significant over the long term. As the 

system matures, operational efficiencies improve, and pricing algorithms are refined, the 

project is expected to deliver stronger revenue gains. Over time, the technology will also 

become more closely tailored to users’ needs and travel patterns, enhancing its effectiveness 

and allowing revenue-optimization mechanisms to fully develop. Hence, while short-term gains 
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may appear modest, the long-run outlook indicates a more substantial positive contribution to 

A-to-Be’s revenue. 

3.3.2 Customer Satisfaction and Experience Improvements (Written by: Raquel 

Horta Dos Santos) 

A-to-Be’s implementation of dynamic toll pricing in the U.S. is expected to significantly 

enhance customer satisfaction and overall user experience across several dimensions. 

First, as seen in previous chapters, dynamic pricing enables a more efficient allocation of road 

capacity by adjusting tolls in real time based on real time traffic conditions, leading to smoother 

traffic flow, reduced congestion, and more predictable travel times. All of these represent 

logical drivers of user satisfaction on major highways and tolled roads. For instance, when 

drivers experience more predictable and reliable travel times, their perception of service quality 

increases substantially (consumerpolicyinstitute 2013).  

Furthermore, by offering lower tolls in low traffic volume periods, the system provides cost-

saving opportunities for price-sensitive drivers who can shift their travel times. Alternatively, 

for users who value reduced travel times and reliability, the ability to travel during peak hours 

with less congestion enhances the perceived value of the service. This way, dynamic toll pricing 

creates a more personalized experience where each user can make choices that best match their 

preferences, increasing perceived fairness and control. 

Also, dynamic toll pricing encourages continuous improvements in traffic management 

technologies, such as more accurate monitoring systems, real-time communication tools, and 

enhanced user interfaces in mobile apps or electronic toll devices. These technological upgrades 

directly benefit drivers through clearer information, timely updates, and a more seamless travel 

experience. Improved transparency regarding pricing changes and expected travel speeds also 

strengthens user trust, as drivers feel better informed and more in control of their journey. 
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Indeed, a survey about the drivers’ perspective on dynamic toll pricing revealed that when 

people are provided with a clear benefit derived from this technology, they are likely to support 

toll increases (National Capital Region Transportation Planning Board and Metropolitan 

Washington Council of Governments 2013). 

Finally, over the long term, dynamic toll pricing contributes to a more sustainable and resilient 

transportation ecosystem. By incentivizing better traffic distribution, it reduces road wear, 

emissions, and stress on infrastructure. Users indirectly benefit from safer roads, fewer 

disruptions, and a more comfortable driving environment. 

In fact, a survey published by the Bureau of Transportation Statistics shows that satisfaction 

regarding these factors is currently only around 60% (Bureau of Transportation Statistics, n.d.), 

indicating significant room for improvement. Thus, implementing dynamic toll pricing can help 

address these issues by better managing traffic flow, reducing congestion, and enhancing the 

overall driving experience. 

In summary, customer satisfaction improves because dynamic toll pricing offers greater 

reliability, more choice, better information, and a smoother journey, contributing to an 

enhanced and more user-focused travel experience. By aligning operational efficiency with 

user-centric value, this project not only ensures improvements in A-to-Be’s financial 

performance but also translates into enhancements in day-to-day driver experience. 

3.3.3 How Does This Strengthen A-to-Be’s Competitive Position? (Written by: 

Beatriz Isabel Martins Gonçalves) 

The adoption of dynamic pricing strengthens A-to-Be's competitive position by directly 

addressing one of the most significant capability gaps identified throughout this research, the 

absence of an operational, market-validated dynamic pricing solution. As the analysis 

demonstrated, dynamic pricing is increasingly becoming a defining feature of next-generation 



Collective Group Work 

 
 

50 

tolling systems in the U.S., particularly within managed lanes and congestion-charging 

programs. By developing and deploying an integrated, real-time pricing solution, supported by 

A-to-Be’s existing tolling, back-office, and traffic management platforms, the company can 

reposition itself from a general tolling integrator to a technologically advanced mobility 

solutions provider capable of meeting market expectations. 

Strengthening this capability not only closes a major competitive gap but also improves A-to-

Be’s ability to differentiate in a market dominated by established vendors with long-standing 

dynamic pricing references. Introducing a proven dynamic pricing solution allows A-to-Be to 

compete for high-value, innovation-driven procurements, particularly in the U.S. where 

congestion management and demand-responsive tolling are strategic priorities. In doing so, A-

to-Be enhances its credibility, reduces perceived technological risk, and signals that it can 

deliver the complex, real time operational functionality that shapes procurement decisions. 

Over time, successfully developing and deploying a dynamic pricing solution would give A-to-

Be a clearer and more competitive position in the market. Having a validated dynamic pricing 

deployment would not only expand A-to-Be’s portfolio with a highly visible and 

technologically advanced reference but also strengthen its credibility in future procurement 

processes. This deployment could generate valuable spillover effects across other strategic 

innovation areas, such as GNSS-based tolling, predictive traffic management, and the 

integration of tolling into Mobility-as-a-Service platforms, further reinforcing A-to-Be’s role 

within an increasingly data-driven mobility ecosystem. 

To conclude, dynamic pricing not only addresses a critical capability gap but also establishes 

A-to-Be as a credible, forward-looking competitor within one of the most technologically 

demanding segments of the tolling industry. 
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3.4 Conclusion (Written by: Beatriz Isabel Martins Gonçalves & Maria Valentina 

Arroyave Estupiñan) 

This project aimed to analyze how A-to-Be can enter the U.S. dynamic toll pricing market by 

developing a strategy aligned with its technological capabilities and the specific conditions of 

this segment. Based on five research questions, the study combined internal analysis, market 

benchmarking, entry strategy formulation, implementation planning, and financial evaluation. 

Overall, Chapters 2 through 6 show that A-to-Be has relevant technological capabilities and a 

modular architecture well suited to brownfield environments, but also faces maturity gaps, a 

lack of operational references, and a highly competitive and sensitive institutional context. 

The results indicate that, although technical, commercial, and regulatory barriers exist, A-to-

Be can move forward with a strategy built on modularity, transparency, and collaboration with 

engineering consultants. Chapter 5 demonstrates that this approach can be implemented through 

a gradual roadmap and a low-risk pilot on the Monroe Expressway, while Chapter 6 shows that 

value creation depends on favorable demand conditions and controlled technology-related 

costs. Together, these findings suggest that A-to-Be’s entry into the dynamic pricing market is 

feasible, provided it follows an incremental path of technical validation, internal capability 

development, and progressive strengthening of institutional credibility.  

The study also has limitations linked to its methodological approach. The analysis relies on 

public information, internal documentation, and benchmarking exercises, as no operational data 

from an actual dynamic pricing pilot at A-to-Be is currently available. Similarly, the financial 

projections are based on assumptions and scenario modeling, which introduces uncertainty into 

the results. These constraints highlight the need for future research focused on field validation, 

analysis of real user behavior, and exploration of additional applications of dynamic pricing 

within advanced mobility systems. Despite these limitations, the study offers an integrated 
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strategic, operational, and financial perspective that can guide A-to-Be’s future development 

and positioning in the U.S. dynamic pricing market. 

This research shows that A-to-Be can integrate dynamic pricing into its business model through 

a phased approach that aligns traffic optimization objectives, sustainability goals, and strategic 

market positioning. From a traffic management perspective, dynamic pricing is integrated by 

leveraging A-to-Be’s existing platforms to enable real-time demand regulation in brownfield 

environments. In sustainability terms, the solution reduces congestion as a mechanism for 

lowering emissions and supporting more efficient road usage. This positions dynamic pricing 

as a demand management tool instead of purely revenue driven. Strategically, integration 

occurs through incremental market entry through partnerships, pilot-based validation, and 

institutional credibility building, allowing A-to-Be to strengthen its competitive position 

without exposing the company to excessive risk. Together, these dimensions show that dynamic 

pricing integration is not a single technological deployment, but a coordinated process 

combining operational capabilities, policy alignment, and strategic execution. Beyond its 

relevance to A-to-Be, this research contributes to the broader literature on dynamic pricing 

adoption by demonstrating how modular architectures and incremental validation strategies can 

reduce institutional risk in brownfield mobility markets. 
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5.1 Appendix 6: Stakeholder Map 

 
 

 

5.2 Appendix 7: Opportunities Index 

Washington  

Project Name Agency Description Project Size 
(miles) 

Timeline 

I-405/SR 167 
Corridor Program: I-
405/Brickyard to SR 
527 Improvement 
Project [1] 

WSDOT This project will 
extend existing dual 
express toll lane 
system by creating 1 
new express toll lane 
in each direction. 
Express lanes under 
WSDOT use dynamic 
toll rates. 

4.5 (Small) Project is expected to 
complete 
construction in 2028 

I-405/SR 167 
Corridor Program: I-
405/Renton to 
Bellevue Widening 
and Express Toll 
Lanes Project [2] 

WSDOT This project will add a 
2-lane ETL system by 
adding 1 new lane in 
each direction and 
combine the existing 
HOV lane with the 
new lane to create a 
dual ETL system. 
Express lanes under 
WSDOT use dynamic 
toll rates. 

40 (Large) 2015 - 2027 
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I-405/SR 167 
Corridor Program: 
SR 167 Corridor 
Improvements Project 
[3] 

WSDOT This project will 
upgrade toll 
equipment to be 
consistent with the I-
405.  

50 (Large) October 2023 – 
August 2026 

SR 167/SR 512 
Express Lane 
Extensions [3] 

WSDOT Extend SR 167 
express toll lanes 
southbound to the SR 
410/SR 512 
interchange. SR 
167/SR 512 to 
Ellingson Road 
Vicinity - SB 
Congestion 
Management 

n/a Start date: 2027 

I-5 Columbia River 
Bridge Pre-
Completion Tolling 
Project [4] 

WSDOT Installs variable toll 
collection devices on 
I-5 and its adjacent 
facilities in 
Washington and 
Oregon for toll 
collection of traffic 
crossing the existing 
Colombia River 
Bridge. 

n/a RFQ Ad date: 
02/02/2026 
Start date: 2026 

SR 509 Completion 
Stage 2 [3] 

WSDOT This project will 
widen SR 509 between 
24th/28th Ave. S. and 
S. 188th St. and add 
toll lanes. This is a 
multi-year design-
build project, and the 
programming reflects 
the planned 
expenditure schedule 
within the span of the 
current TIP. 

n/a Start date 2026 
Agency: WSDOT - 
NW 

[1] Source: (WSDOT n.d.a)   
[2] Source: (WSDOT n.d.b) 
[3] Source: (WSDOT n.d.e) 
[4] Source: (WSDOT n.d.c) 

 

California 
Project Agency Description Project Size 

(miles) 
Timeline 

I-680 Sunol 
Express Lanes 
Project – Phase 2 
[1] * 

Alameda CTC & 
VTA 

This phase of the 
project aims to 
construct nearly 5 
miles of 
HOV/Express Lane 
along northbound 
direction on I-680 
from SR-237 to Auto 
Mall Pkwy through 
widening efforts. 

5 (Small) Not available 

I-15 Express Lanes 
Project Southern 
Extension [2] * 

RCTC & Caltrans This project will 
extend the I-15 
Express Lanes an 
additional 15.8 miles 

15.8 (Medium) Construction 
anticipated for 2027 
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and add 2 tolled 
express lanes in both 
directions. 

I-15 Corridor 
Freight and 
Express Lanes 
Project [3] * 

SBCTA, Caltrans, 
& RCTC 

This project will 
added express lanes 
in the median of I-15 
to join existing 
express lanes in 
Riverside Country. 
Toll pricing will vary 
based on demand and 
distance.  

8 (Small) 2025 - 2028 

I-10 Express Lanes 
Phase 2 + Phase 3 
[4] * 

SBCTA Phase 2 will 
construct single toll 
express lanes where 
there are currently no 
HOV lanes 
(greenfield). 
 
Phase 3 will 
construct 12 miles of 
express lanes. 

Phase 2: 11.1 
(Medium) 
 
Phase 3: 12 
(Medium) 
 

Phase 2: 
Construction slated 
to begin in 2025 
 
Phase 3: Not 
available  

I-5 North Coast 
Corridor Program 
[5] 

SANDAG & 
Caltrans 

This project will 
construct 27 miles of 
Express Lanes from 
La Jolla to 
Oceanside. 

27 (Large) Not available  

Silicon Valley 
Express Lanes 
Program Phase 4 + 
Phase 5 [6][7] * 

VTA Phase 4 will convert 
existing single 
carpool lanes to 
Express Lanes on SR 
85.  
 
Phase 5 will convert 
existing carpool lanes 
to express lanes in 
both directions on 
US 101 and add a 
second express lane 
in both directions.  

Not available  Phase 4: Spring 
2025 – Winter 2028 
 
Phase 5: 2026 - 
2029 

241/91 Express 
Connector Project 
[8] 

Transportation 
Corridor Agencies, 
OCTA, RCTC, & 
Caltrans 

This project will 
connect the 241 Toll 
Rd to the 91 Express 
Lanes. This 
connector will be 
dynamically priced. 

7 (Small) Construction from 
2026 - 2029 

*Express Lanes are already dynamically priced 

[1] Source: (Alameda CTC 2024)  
[2] Source: (RCTC. n.d.a.)  
[3] Source: (SBCTA 2025) 
[4] Source: (SBCTA n.d.) 
[5] Source: (Keep San Diego Moving 2022.)  
[6] Source: (VTA n.d.a) 
[7] Source: (VTA n.d.b)  
[8] Source: (Transportation Corridor Agencies 2025)  
 

Florida  
Project Agency Description Project Size 

(miles) 
Timeline 
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I-275 Pinellas 
Corridor [1] 

FDOT This project will widen the 
interstate to construct 2 
express lanes in each 
direction.  

Not available Not available 

I-4 Corridor 
Expansion [2] * 

FDOT This project will widen I-4 
approximately for 17 miles. 

17 (Medium) Construction 
anticipated for 2028 

[1] Source: (FDOT n.d.c) 
[2] Source: (FDOT n.d.d) 
 

North Carolina  
Project  Agency Description  Size Timeline  

Monroe 
Expressway [1] 

NCTA This project will advertise 
contracts for a new RTCS in 
January 2026. The Monroe 
Expressway (currently in 
maintenance phase) are 
looking to pilot new 
equipment to advance 
technology. [2] 

Not available  Current Contract 
Expiration: January 
2027 
 
Contract 
Advertisement: 
January 2026 
 
Projected New 
Contract Award: 
June 2026 

Back Office 
System [1] 

NCTA The NCTA will advertise for 
a new BOS upon contract 
expiration in 2030.  

Not available  Current Contract 
Expiration: October 
2030 
 
Contract 
Advertisement: TBD 
 
Projected New 
Contract Award: 
TBD 

Triangle 
Expressway & 
Complete 540 
[1] 

NCTA This project will advertise 
contracts for a new RTCS 
upon contract expiration in 
June of 2033. The Triangle 
Expressway (currently in 
maintenance phase) are 
looking to pilot new 
equipment to advance 
technology. [2] 

Not available  Current Contract 
Expiration: June 
2033 
 
Contract 
Advertisement: TBD 
 
Projected New 
Contract Award: 
TBD 

I-485 Express 
Lanes [1]  

NCTA This project will advertise 
contracts for this Expressway 
upon contract expiration in 
December of 2036. These 
lanes are expected to enable 
the application of dynamic 
pricing. [2] 

Not available  Current Contract 
Expiration: 
December 2036 
 
Contract 
Advertisement: TBD 
 
Projected New 
Contract Award: 
TBD 

[1] Source: (NCTA 2025)  
[2] Source: (NCTA 2025b) 
 

Illinois 

Project  Agency Description  Size Timeline  
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Illinois Tollway 
Strategic Plan 
July 2025 [1] 

Illinois 
Tollway 

Illinois Tollway is committed 
to exploring dynamic pricing 
and allowing for alternative 
procurement and delivery 
methods, along with pilot, 
investment and 
commercialization 
partnerships, as part of their 
Strategic Plan.  

Not available  Not available  

[1] Source: (Illinois Tollway 2025) 

 


