Al-Written Business Case for Vikasa

This document was written by Al using the corpus developed in this workspace as its guide, including the
USDOT Federal Highway Administration research materials, stakeholder outreach, vendor interviews,
technical memoranda, Codefest planning artifacts, proposals, and related Vikasa materials assembled and

shaped by Michelle Maggiore and 2M.

This is not generic Al output. It is an Al-generated synthesis of a research and development body of work
built over years and grounded in the actual record contained in this space. That record includes the
founder’s development of the problem statement, the evolution of the market thesis, the formal USDOT

FHWA work, stakeholder feedback, and the technical and strategic progression of Vikasa itself.

Overview

Vikasa is the open data fabric for roadway digital infrastructure.

That phrase is intentional. Vikasa should not be framed as a narrow transportation interoperability tool,
because the opportunity is much larger than making systems talk to one another. Interoperability matters,
but it is only one property of a deeper shift involving roadway data ownership, digital infrastructure
modernization, connected-vehicle readiness, digital twins, public-sector data governance, and the

emergence of a roadway data economy.

Vikasa exists to liberate and normalize roadway data once so agencies and partners can scale shared
intelligence across safety, mobility, planning, freight, asset management, digital twins, and automation
without remaining trapped in closed business models or one-off integrations. In that sense, Vikasa is not

just solving a technical problem. It is reshaping the way roadway data becomes a reusable strategic asset.

Origin of the thesis

The founder thesis behind Vikasa did not begin with a search for better technology. It began with the
recognition that the transportation market kept failing to integrate and scale data-driven systems because
the underlying business model rewarded silos, proprietary control, repeated custom integration, and

dependence on vendor-owned logic.

That insight dates back to 2017 and was shaped through work undertaken first while directly working
inside IBM and then Cisco, where the same systemic problem was visible from within major industry

environments. The issue was never just the edge device, the cloud platform, the AP]I, or the latest software



stack. The real blocker was the way value, ownership, incentives, and integration costs were structured

around the data itself.

Vikasa emerged from that realization. The goal was not simply to launch another technology stack. The
goal was to define the actual business problem clearly enough to justify an open, reusable, vendor-neutral

framework that could change the economics of roadway data exchange and application development.

The role of the USDOT FHWA work

The formal research process supplied the evidence needed to sharpen that founder intuition into a
market-ready thesis. The work in this corpus is anchored in the USDOT FHWA research effort Digital
Infrastructure Enablers -- Data Transformation and Governance Options, including Topic HRDI-ADC-11 on

how edge compute enables real-time applications and supports agency data management.

That work moved the argument from instinct to proof. Across stakeholder outreach, vendor interviews,
technical memos, architecture development, governance modeling, and Codefest planning, the body of
work consistently shows that the limiting factor in modern roadway systems is not simply missing
technology. It is the absence of a governed, reusable, open data fabric that can survive changes in vendors,

devices, applications, and compute locations.

The research repeatedly found that agencies are surrounded by data but unable to scale its value because
the data is fragmented across proprietary schemas, siloed applications, one-to-one integrations, and
procurement models that reward short-term functionality over long-term reuse. That finding validates
the core business thesis behind Vikasa: the real opportunity is to redesign the model for how roadway

data is made findable, interoperable, governable, reusable, and economically valuable.

Problem definition

The current transportation technology market is still dominated by fragmented device integrations,
ATMS-embedded databases, closed APIs, custom adapter work, inconsistent semantics, and vendor-
owned systems of record. Even when agencies move workloads to the cloud, they often just relocate
proprietary schemas into a new hosting environment instead of solving the underlying business and data-

model problem.
This creates a recurring cycle that suppresses market value.

e Agencies pay repeatedly to integrate their own data back into usable form.

e Each new sensor, corridor, or application restarts integration work instead of compounding reuse.



o Safety, planning, freight, and digital-twin use cases are delayed because core data engineering

absorbs the budget.

e Vendors maintain leverage because the practical control point is the proprietary data model, not the

agency mission.

This is why the opportunity is much larger than transportation interoperability in the narrow sense. The
market failure involves data governance, procurement design, commercial incentives, digital

infrastructure, and the public sector’s ability to retain control over a strategic data asset.

What Vikasa is

Vikasa is the open data fabric for roadway digital infrastructure. In practical terms, it ingests data from
roadway and mobility systems, translates that data into shared and well-governed forms, and makes it

available to applications, analytics, digital twins, and partner systems through open, reusable interfaces.

It should not be presented as a dashboard company, a sensor company, or a conventional middleware
vendor. It is the shared data layer through which roadway intelligence can be created, governed, reused,

and expanded over time.

That distinction matters. If Vikasa is framed too narrowly, it looks like another technical product in a
crowded market. If it is framed correctly, it becomes the enabling layer beneath a much larger

transformation in roadway digital infrastructure and the roadway data economy.

Why the opportunity is large

Roadways are increasingly being reframed as digital infrastructure composed of public and private assets

that create, exchange, and use data to improve transportation systems and services.

Once roadway data is treated as infrastructure rather than as exhaust from isolated systems, the range of
value expands significantly. The same shared data fabric can support real-time operations, predictive
safety, connected-vehicle services, BIM-aligned asset intelligence, digital twins, freight coordination, HD-

map-grade data products, and future automation workflows.

This means Vikasa should not be positioned as a niche interoperability play. It occupies the enabling data
layer beneath a much broader market opportunity tied to mobility services, roadway intelligence,

automation readiness, and shared digital infrastructure.

Product logic

The strongest product story for Vikasa is modular and compounding.



Layer Role Why it matters

Ingestion and Brings in data from field devices, existing systems, Reduces one-off integration cost and

translation vehicles, and external feeds; maps them into shared creates reusable onboarding patterns
forms

Data contracts and Defines canonical schemas, APIs, metadata, quality Makes data portable, trustworthy, and

governance rules, and lineage reusable across vendors and programs

Streaming and Carries live events and commands across edge, Supports shared operations, scalable

exchange fabric regional, and cloud environments analytics, and future application reuse

Intelligence and Powers safety logic, optimization, digital twins, Turns governed data into measurable

applications analytics, dashboards, and partner-facing services operational and economic value

This is what makes Vikasa a business case rather than only an architecture case. Every deployment can
create reusable schemas, adapters, governance templates, and application hooks that lower the cost of the

next deployment and deepen control over the data layer.

Founder-market fit

The strongest strategic advantage in this business case is founder-market fit.

The founder did not arrive at this market by trend-following or by inventing a solution in search of a
problem. The story here is a long arc of problem-definition, from enterprise experience inside IBM and

Cisco to independent research leadership and product framing through 2M and Vikasa.

That matters because the real challenge in this market is not just writing software. The challenge is
defining the problem correctly across commercial incentives, agency realities, governance, architecture,
and deployment economics, then translating that understanding into a form agencies and partners can

actually adopt.

This is now an area of genuine expertise. The body of work in this space consistently converges on the
same conclusion the founder had already been working toward: the key is to build an open, federated,
reusable data fabric that treats data as the strategic asset and avoids locking agencies into closed

implementation models.

Institutional validation

The business case is strengthened by institutional validation connected to the USDOT FHWA work.



This approach was not developed in isolation. It was shaped through direct stakeholder feedback, formal
research deliverables, workshops, vendor interviews, and national-scale discussions about digital

infrastructure and data sharing.

That creates a high-value signal for investors and partners. USDOT FHWA support indicates that the
founder’s framing of the problem is aligned with national priorities around digital infrastructure,
interoperable data sharing, governance, and reusable data exchange patterns. It also supports the claim
that this work may translate into a referenceable customer or referenceable institutional supporter

relationship, subject to formal permissions and customer-specific constraints.

The key point is not simply that a public agency likes the idea. The point is that a high-credibility federal
research environment has helped confirm that this is the right problem definition and the right strategic

direction.

Business model
The most credible business model for Vikasa follows naturally from the founder thesis that the core
problem has always been the business model, not the raw technology alone.

Because the value sits at the shared data layer, revenue can be generated at multiple reinforcing levels.

e Managed deployments and onboarding services for agencies and partners adopting the fabric.

e Recurring software or service subscriptions for data ingestion, governance, exchange, monitoring,

and analytics enablement.

e Premium intelligence modules for safety, optimization, digital twins, asset intelligence, and partner-

facing data products.

e Partner ecosystem economics around integrations, APIs, curated feeds, and specialized downstream

applications.

e Longer-term monetization of derived roadway intelligence products, while preserving the open-

source and open-framework posture that made the model attractive in the first place.

This is consistent with the way the opportunity has evolved in the corpus. Vikasa can remain open in its
core framing while still creating monetizable layers around deployment, trust, governance, automation,

and intelligence.

Go-to-market

The initial go-to-market is strongest in public-sector roadway ownership and operations environments.



State DOTs, cities, toll authorities, and regional operators face the exact conditions documented in the
corpus: fragmented data, pressure to modernize, safety and congestion goals, digital-twin ambition, and

increasing need for reusable data foundations.

The near-term strategy is therefore to win high-credibility deployments where the value of the fabric is
visible through real operations and measurable reuse. Those deployments then become the proving
ground for shared schemas, adapter libraries, governance models, APIs, and intelligence services that can

scale to additional agencies and adjacent commercial partners.

This compounding pattern is important. The more customers and partners use the same shared
definitions and exchange patterns, the more defensible the Vikasa position becomes as the trusted open

data fabric rather than a one-time project implementation.

Why now

The timing is unusually favorable.

Several forces are converging at once: growing pressure for public-sector data modernization, connected-
vehicle and safety ambitions, digital-twin momentum, cloud and edge convergence, dissatisfaction with

closed vendor ecosystems, and stronger national attention on transportation digital infrastructure.

That convergence creates a market opening for a company that can define the problem correctly and
provide the shared data layer beneath many future applications. Vikasa is well-positioned because it is not
trying to force a single proprietary stack onto the market. It is building the open, reusable, governable

layer that lets many systems and stakeholders participate.

Investment case

The investment case for Vikasa is that it occupies the control point in a large and structurally unresolved

market.

Roadway agencies and mobility partners increasingly need a shared data fabric, yet most of the market

still sells them disconnected tools, proprietary data models, and temporary integrations.

Vikasa offers a different path. It reframes roadway data as a strategic public asset, treats open exchange
and governance as the foundation, and creates a business model in which every adapter, schema,

deployment, and application increases the leverage of the whole fabric.

The result is a venture-backable proposition with three reinforcing strengths.



e A founder with unusually deep problem-definition credibility, shaped through IBM, Cisco,
independent work since 2017, and formal USDOT FHWA research.

e Avalidated market need demonstrated across stakeholder outreach, vendor interviews, technical

memos, and operational proposals.

e A product and business model that can begin with agency deployments and expand into recurring

software, intelligence services, and broader roadway data-economy participation.

Closing perspective
Vikasa means growth, unfolding, and development.
That meaning fits the business case. The opportunity is not just to connect systems, but to help the

roadway sector grow into a more open, intelligent, governable, and economically generative digital

infrastructure future.

The corpus in this workspace supports that direction clearly. It shows that the founder’s long-held
intuition was correct, that the business problem is now well defined, and that the market is ready for a

shared data layer that changes how roadway intelligence is created and scaled.

In that sense, Vikasa is not simply a product. It is the open data fabric for roadway digital infrastructure,

and a credible foundation for the next wave of shared intelligence across the mobility ecosystem.

Research Basis

This Al-written business case was developed using the corpus assembled by Michelle Maggiore and 2M in

this workspace, including the following source materials:
e USDOT FHWA Digital Infrastructure Enablers -- Data Transformation and Governance Options
materials

e Topic HRDI-ADC-11 research on how edge compute enables real-time applications and supports

agency data management
e Tech Memo 2 Addendum on edge data architecture
e Tech Memo 5 on data governance strategy and maturity
e Tech Memo 6 on maturity by use case
o Phase 3 stakeholder outreach and vendor interview findings

e Codefest scope, playbook, recommendations, and related workshop materials



e VDOT Next Generation Traffic Operations proposal materials

o Related Vikasa governance, strategy, and development materials in this space



