Hudson Highlands
Fjord Tralil

HHFT Visitation Data Committee Meeting
Date: Thursday, October 19, 2023
Time: 6:00 - 7:00 PM (EST)

Zoom Video Meeting

MINUTES

A meeting of the Hudson Highlands Fjord Trail Visitation Data Committee took place on
October 19, 2023.

Committee Members Present: Henry Feldman, Village of Cold Spring; James Labate, Village
of Cold Spring; Phil Cotennec, Village of Cold Spring; Jeffrey Robins, Town of Philipstown;
Chris Alice Winward, Village of Nelsonville; and Sarah Mencher, City of Beacon

Committee Members Not Present: Greg Totino, Town of Fishkill

Staff Present:
Amy Kacala, Hudson Highlands Fjord Trail (HHFT)

Staff Members Not Present: MJ Martin, Hudson Highlands Fjord Trail (HHFT)

Guests Present (if any):

Chelsea Anderson, About the Work (AtW)
Steven Gates (AKRF)

Michael Beattie (AKRF)

Al Shacklett (ORCA)

John Moss (ORCA)

Amy Kacala called the meeting to order at 6:05pm and welcomed everyone present.

Shaping the Pedestrian Study
Presented by: Amy Kacala, HHFT

Consultant Introductions

AKREF, the environmental consulting firm hired to draft and complete the EIS, attended the
meeting. AKRF has spearheaded multiple environmental review processes in the Hudson Valley
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region, with and without a state agency as the lead agency. Steven Gates, Vice President -
Transportation Planning is the project manager for the EIS and is working in direct coordination
with the New York State Office of Parks, Recreation and Historic Preservation (OPRHP). He has
17 years experience at AKRF. Michael Beattie, Senior Vice President - Traffic and
Transportation Engineering, has over 20 years of experience and 12 years at AKRF and is the
lead for Traffic Engineering and Analysis.

ORCA (Operations Research Consulting Associates) specializes in assessing and defining the
user experience for for-profit and not-for-profit run and publicly attended facilities. Their work
takes a two phase approach including data collection and proposed operations strategies to
support the user and manage impacts to the surrounding communities. ORCA has worked across
multiple program types including national parks, zoos, aquariums, and stadiums. The meeting
was attended by founder, Al Shacklett, and John Moss. ORCA puts themselves into the shoes of
the communities they study and holds themselves accountable to the relationships they develop
through the process.

Scopes of Work

As part of the EIS, AKRF wants to understand volumes and patterns of the typical condition and
potential changes in pedestrian volumes that are attributed to the proposed project. Projects in the
Hudson Valley do not have specific quantifiable pedestrian impact criteria. AKRF seeks to
identify the typical existing condition and will project an estimated total visitation for the project
at large. The projection compares and takes into account the existing, no-build, and the build
conditions. The visitation projection will be discussed during a future committee meeting once
the committee’s 3rd party review consultant has been onboarded.

ORCA studies how people are concentrated within the proposed project area at the present
moment. The visitation management study will identify means of pulling people into new zones
created by the proposed project, ideally taking pressure off currently crowded areas. Some
observations such as signage placements and restaurant queuing will be discussed directly with
the Chamber of Commerce and other community groups. Minor changes could be implemented
now to subtly modify behavior and help alleviate community crowding prior to trail construction.

Both AKRF and ORCA will be looking at how visitation may change as a result of building the
proposed trail. AKRF studies and identifies the potential impacts and whether or not the change
creates a need or requirement for mitigation. ORCA’s pedestrian study looks at how operations
and management strategies can be used to disperse the user population addressing existing
crowding conditions and potential visitation changes.
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ORCA'’s pedestrian study is not an EIS requirement. A goal of the Fjord Trail is to manage
existing and future hiker visitation attempting to address the existing hiker visitation impacts and
what could be done in the future to improve the conditions felt by the surrounding communities.

Visitation is typically projected through the year the trail is intended to be built; however HHFT
suggested that the projection could be extended to include a year or two after the anticipated full
build year. This was based on committee discussion of how visitation peaks when a new trail is
opened, but then drops in the second year, eventually hitting a “normal” level. For example,
Walkway over the Hudson experienced a surge year upon completion. Visitation has greatly
leveled out and the Walkway is now used predominantly by residents of the surrounding
communities.

In the case of Fjord Trail, construction and openings are phased. Each phase works as a soft
opening. This incremental nature allows the opportunity for observation and deployment of
management strategies as needed that can be adjusted to temper the impacts.

Data Collection/Count Locations

ORCA has been on site across the entire proposed project corridor including locations in Beacon,
Breakneck Ridge, Little Stony Point and the Village of Cold Spring and has targeted the busiest
weekends, holidays and a peak fall foliage date, for data collection. Observations are recorded
from 9am-5pm. A high concentration of data collection has been taken in the Village of Cold
Spring.

ORCA'’s data collection survey focuses on multiple areas. (A map of location points was
included in the presentation.)

e Pcople at One Time (PaOT) are physical counts taken in 1-2 hour increments to
understand the change over the course of a day

e Pedestrian flow observes key intersection points including trail head locations, Village of
Cold Spring sidewalks, Dockside Park entry and the MNR tunnel entrance and records
the number of people passing in both directions

e Pedestrian flows were also taken at Breakneck Ridge and Beacon MNR stations and the
Cold Spring dock where SeaStreak docks

e Parking lot car counts including at Washburn Lot and Breakneck Ridge trailhead corridor
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ORCA has been observing and documenting key pedestrian activities in order to understand
existing usage and behavioral patterns. ORCA uses the observations to predict future operational
requirements for the trail and suggestions for the surrounding communities. Pedestrian activities
include:

Travel patterns

e Gathering behaviors
e Bottlenecking locations
e Use of and access to services e.g. restroom, food facilities, trash receptacles, including

capacity vs. demand

Arrival and departure patterns

Pedestrian pathways including widths, obstructions, pinch points and circulation patterns
Wayfinding efficiencies/deficiencies

ORCA will use the observations to create a palette of recommendations and tools that can be
implemented to drive current and future visitation from areas of congestion to existing areas in
the park preserve that are currently underutilized, including new spaces that will be established
as part of the project (e.g., Dutchess Manor, Notch Trailhead). ORCA’s goal is to understand
system capacities in peak conditions, the optimal level of visitation, and how to move people
across the entire proposed project area both in space and time to stabilize the visitor experience
and community impact.

AKRF began a pedestrian needs assessment. Their preliminary work will be handed over to a
committee that has since been established by the communities of Cold Spring and Philipstown to
help address needs and improvements.

Municipal Representatives Questions and Feedback

Municipal representatives raised questions throughout the meeting. Questions and answers are
summarized below.

e The Village of Cold Spring and the surrounding communities are concerned the trail will
increase visitation, has ORCA’s study taken a look specifically at the existing condition in
Cold Spring?

o ORCA has made extensive observations in Cold Spring. For hikers, Cold Spring’s
proximity to Washburn Trail and Little Stony Point make the trip a combo ticket.
ORCA’s study will focus on how people should and should not be moving within
the proposed system and how people can be better distributed.

e How will ORCA’s pedestrian study suggest and/or redirect people to Beacon?
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o The redirection of users will be part of ORCA’s palette of recommendations. It is
ideal to pull an audience across an entire project area instead of creating areas of
congestion or underutilization relative to capacity.

o Current observations in Beacon recognize there is an existing pattern whereby
those coming from the train move directly toward the farmer’s market or Dia
instead of Main Street. HHFT is excited to create options that are not currently
available, allowing those that are dropped off further south to make their way
north either via trail or shuttle. The City of Beacon has also expressed interest in
helping to direct and make more comfortable the route up the hill to Main Street.

o ORCA’s recommendations will include “Know Before You Go” strategies to
ensure information is easily accessible via HHFT’s website, community forums
and possibly influencers. There is significant value in implementing pre-arrival
strategies that will redirect visitors to locations not currently utilized.

e How will the potentially conflicting goals of HHFT, Cold Spring, Beacon, Nelsonville,
and the surrounding communities be unified?

o We’re in the early stages of a very long process and the committee will want to
determine key stakeholders to review the pedestrian study findings. There are
operation strategies and changes that HHFT, communities, and local businesses
can take currently and in the future to alleviate visitation congestion.

o There are specific interests in alignment such as supporting a healthy Main Street
of local businesses and restaurants, minimizing impact of hikers on local
infrastructure and services, providing safe connections to the park preserve for
residents and visitors alike, and managing visitation levels to protect quality of
life, experience, and land.

e Are the visitors arriving by boat (SeaStreak) hikers or are they coming just to visit
downtown Cold Spring?

o Visitors arriving by boat are visiting Cold Spring. We’ll witness the SeaStreak
arrival during this weekend’s field visit. Limited stay times make hiking less
feasible and contributes to post 11am surge visitation on weekends. Riders of the
SeaStreak are leisure tourists coming to walk, shop, and dine for the day.

e How will ORCA’s study address existing conditions including sidewalk narrowness,
pedestrian safety, and unsafe pedestrian/vehicular interaction that are impacting the
quality of life in Cold Spring?

o ORCA’s observations are accounting for obstructions such as sidewalk signage,
restaurant queuing and pedestrian behavior (photo taking, jay walking, etc.) and
their ability to create more congested conditions. ORCA will provide suggestions
to address current pain points. These opportunities will be brought to the
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municipalities as measures they could take to make meaningful improvement
today.

o Vehicular/pedestrian interaction including failure to yield, u-turns, and jaywalking
is not specifically being studied. Anecdotal behaviors are witnessed due to field
conditions. There is an opportunity to record these observations and create
recommendations to help address the issues. Crash analysis is included within the
EIS however this only includes reported incidents and not the near or predicted
misses. Drawing people to Dockside could be a means of mediating
pedestrian/vehicular interaction issues on Main Street, Fair Street and 9D.

o Municipal representatives feel it is important to see how all visitation factors are
feeding into each other and attribute to the overall quality of life in Cold Spring. It
was noted that not all people are accessing trails from Main Street or Fair Street
and that 9D sidewalk improvements/completion along this route would better
facilitate community access to the trail system.

e How do you measure visitor efficiency vs. carrying capacity?

o ORCA’s study will develop a generalized capacity of the trail based on industry
standards and comparables. ORCA is looking at the existing condition and
projecting for future usage. It is and will be an iterative process that can be
revisited as sections of the trail open.

Committee Consultant Updates

AtW requested proposals from the following consulting firms to perform a third party review of
the pedestrian, traffic and data being collected and analyzed for the EIS:

Geovation

BFJ Planning

JMC Environmental

Nelson Pope Voorhis

Sam Schwartz

Stantec

Philip Habib & Associates

To date, Philip Habib & Associates had declined and Stantec submitted a proposal, all others
have been unresponsive. AtW will reach out to all firms again, extending the submission date to
October 27th. Committee members should also feel free to reach out to contacts accordingly.
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Committee Field Visit and Observations

The field visit is currently scheduled for Saturday, October 21st however the forecast calls for
rain and may impact the volume of people coming to the Cold Spring area. HHFT and the
Committee have agreed to meet in the Village of Cold Spring on Sunday October 22nd in hopes
that better weather will provide an accurate view of peak fall visitation.

The meeting adjourned at 8:15pm.

The next meeting of the Visitation Data Committee is scheduled for October 22, 2023.
Respectfully submitted,

Name: Amy Kacala

Title: Executive Director
HUDSON HIGHLANDS FJORD TRAIL, INC.





