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Virginia Department of Rail and Public Transportation

Project Information

Project Name Shuttle Service to the National Park Service's McAfee Knob Trailhead Parking Lot

Project Type (Type 1 or Type 2) Type 1, New Service

Program Description

McAfee Knob is one of the most photographed locations on the Appalachian National Scenic Trail (AT) with
approximately 50,000 annual visitors. The National Park Service (NPS) trailhead parking lot on Route 311 that provides
access to McAfee Knob has had more demand for use than the current parking lot can accommodate for several years
and parking challenges have increased during the COVID-19 Pandemic (see attached RoCo AT Triple Crown Transit
Feasibility Study excerpts, RoCo McAfee Knob Trail Counts, RoCo McAfee Knob Parking Images, RoCo McAfee Knob
Articles and RoCo McAfee Knob Trailhead Parking Issues Update).

The NPS has been studying the AT Triple Crown Area (Dragon's Tooth, McAfee Knob and Tinker CIiffs) since 2017. The
U.S. Department of Transportation's Volpe Center completed a Transit Feasibility Study for the NPS in February 2021
which proposed several scenarios for providing shuttle service to and from the Triple Crown trailhead parking lots. The
Transit Feasibility Study was initiated to inform a Visitor Use Management (VUM) Plan currently being written by the
NPS. Not onlv would the Transit Feasibility Studv provide lona-term shuttle service options for the VUM Plan to consider

Project Eligibility and Readiness

Project Eligibility:
The proposed shuttle service meets the New Service goals by:

1) Offering a creative approach in determining a new travel market for public transportation, as no public transportation
options currently run north of Roanoke to the McAfee Knob trailhead parking lot; and

2) Improving the utilization and productivity of an existing public transportation service with connections to the following
transit options at the 1-81 Exit 140 Park and Ride:

The Smart Way Bus runs daily and includes the following stops:
1 - VT Carilion Research Institute (City of Roanoke)
2 - Campbell Court (Citv of Roanoke)

Performance and Progress Measurement

Performance measures that will assess progress and effectiveness of the project that are unique to the project and
clearly articulated:

Shuttle/Rider Data:

1. Number of tickets/rides purchased per week

2. Number of passengers transported per shuttle trip
3. Shuttle on-time performance

4. Shuttle reliability

5. Number of unclaimed return trip rides

Shuttle Operation Day Ancillary Data Collection:
1. Trailhead parkina lot issues documented by NPS Park Ranaer and/or Roanoke Appalachian Trail Club Ridoerunners

Local and/or Regional Commitment (Attachment) Roanoke County Board of Supervisors Resolution 1/25/2022




Project Information

Project Manager Megan Cronise, Roanoke County Transportation Planning Administrator

Operating Budget

Professional Services (Account 2480)

Salaries and Wages (Account 2110)

Advertising & Promotion Media (Account 2360)
$175,200 Services and Maintenance Contracts (Account 2440)

Account and Operating Budget Item

Total Project Expenses $175,200 @
Total Project Revenue $52 800

Total Federal Match
Total Local Match (20% minimum $35,040 ) $24,480
Max Project State Assistance (80%) $140,160 $97,920 $217,440

Project Schedule

Dates Milestone
09/02/2022 Project Start
11/27/2022 Project pause at conclusion of fall hiking season
03/03/2023 Project resume at beginning of spring hiking season
11/30/2023 Project End

Application Certification

I certify that [ have the permission of my organization’s Executive Director, Chief Executive Office, Board Chair, or
other accountable, authorized individual to submit this application for federal and/or state funding under the Section
5310 Program to the Virginia Department of Rail and Public Transportation.

Further, I certify that our organization is committing the required local match toward this project, and has those funds
available now or will have the funds by July 1, 2022.

This application is complete as of this submission.

Organization Name: Roanoke County

Contact Name (for questions about this application): Megan Cronise
Contact Email: mcronise@roanokecountyva.gov

Contact Phone: (540) 772-2106

Name of Person Submitting this Application: Megan Cronise



MCRONISE
Sticky Note
Calculation in the form is wrong as the Total Project Revenue is not subtracted from the Total Project Expenses before the 20% local match and 80% State Assistance are calculated. Correct Max Project State Assistance shown in bold. See document "RoCo Budget McAfee Shuttle" for additional information.
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	f_Local/Regional_Commitment: Roanoke County Board of Supervisors Resolution 1/25/2022
	d_Project_Eligibility: Project Eligibility: 
The proposed shuttle service meets the New Service goals by:

1) Offering a creative approach in determining a new travel market for public transportation, as no public transportation options currently run north of Roanoke to the McAfee Knob trailhead parking lot; and 

2) Improving the utilization and productivity of an existing public transportation service with connections to the following transit options at the I-81 Exit 140 Park and Ride: 

The Smart Way Bus runs daily and includes the following stops:  
1 - VT Carilion Research Institute (City of Roanoke)
2 - Campbell Court (City of Roanoke) 
3 - Hotel Roanoke / Higher Education Center (City of Roanoke)
4 - Roanoke-Blacksburg Regional Airport (City of Roanoke)
5 - Exit 140 Park and Ride (Roanoke County)
6 - Laurel Street (near Hobby Lobby in Christiansburg) 
7 - VT Corporate Research Center (1700 Pratt Dr. in Blacksburg)
8 - VT Squires Student Center (Blacksburg)
9 - Blacksburg Municipal (Blacksburg)
10 - Exit 118 Park and Ride (Christiansburg)

The Virginia Breeze Bus Line, Highlands Rhythm Route runs daily and includes the following stops:
1 - Washington, D.C. (Union Station Bus Deck)
2 - West Falls Church (West Falls Church Metrorail Station)
3 - Dulles International Airport (Curb 2A)
4 - Harrisonburg (JMU, Godwin Transit Center)
5 - Salem (Exit 140 VDOT Park and Ride Lot)
6 - Christiansburg (Falling Branch Park and Ride Lot)
7 - Radford (Radford University Parking Lot JJ)
8 - Wytheville (Rural King Parking Lot)
9 - Bristol (Exit 5 VDOT Park and Ride Lot)

The I-81 Exit 140 Park and Ride is already an important connection point for the Smart Way bus and for the Virginia Breeze.  These transit providers open up a significant catchment area for potential McAfee Knob shuttle riders from other transportation systems, to include:
- Valley Metro (City of Roanoke, City of Salem and Town of Vinton)
- Blacksburg Transit (Blacksburg, Christiansburg and Virginia Tech)
- Radford Transit (Radford University, Radford, Fairlawn, Christiansburg and Blacksburg)
- Harrisonburg Department of Public Transportation (Harrisonburg)
- Mountain Lynx Transit (Wytheville)
- Bristol Virginia Transit (Bristol)
- Amtrak Northeast Regional Line (City of Roanoke to Boston)
- Washington Metropolitan Area Transit Authority/Metro (Northern Virginia, Washington, D.C., Suburban Maryland)
- Roanoke-Blacksburg Regional Airport
- Washington Dulles International Airport

Additionally, the Roanoke Valley Transportation Planning Organization's Roanoke Valley Transit Vision Plan (2016) envisions a future transit connection between the City of Salem and the Exit 140 Park and Ride with an hourly circulator connecting Downtown Salem (which includes Roanoke College), Lewis Gale Hospital and the Veterans' Administration Medical Center to the Park and Ride.  The Valley Metro Transit Development Plan (2018) and Comprehensive Operational Analysis (2018) include similar recommendations with the proposal of a future new Salem Circulator to connect Salem-area destinations and the Exit 140 Park and Ride as a potential project for more detailed study (see attached RoCo RVARC and Valley Metro Transit Plan Excerpts).

Evidence of the need for the service to be provided: 
McAfee Knob continues to be an incredibly popular destination for day hikers on a regional, statewide, nationwide, and international scale.  The COVID-19 Pandemic has increased the number of hikers on the trail well above the high numbers identified in 2019 (see attached RoCo McAfee Knob Trail Counts.) Because transit is not currently available to access the McAfee Knob trailhead parking lot, hikers must drive to the parking lot or be dropped off.  The gravel parking lot accommodates up to 75 well-parked cars and, once full by 8 a.m., hikers who may have traveled hours to this destination park in other areas that may or may not be appropriate.  The attachment titled RoCo McAfee Knob Parking Issues shows the parking lot on busy days and when drivers park inappropriately.  In late October 2020 during peak leaf season, parking along both sides of Old Catawba Road became a safety issue when neighboring residents alerted County Police that emergency vehicles could not travel the roadway.  As a result, County Police had 18 vehicles towed from the roadway and several more ticketed.  See the attachment RoCo McAfee Knob Articles to read about parking challenges since 2016, including in October 2020, as well as parking solutions implemented since that time.  The attachment RoCo McAfee Knob Trailhead Parking Issues Update is a summary of actions taken since that time to try to address overflow parking.

The shuttle service being proposed will substantially reduce pressure and demand on the McAfee Knob trailhead parking lot and on Old Catawba Road, where parking is currently permitted where all four tires can be parked off of the roadway. Additionally, the transit connections currently in place at the Exit 140 Park and Ride will enable hikers to ride Amtrak from locations as far away as New York City and Boston to access the Appalachian Trail and McAfee Knob without a car.  The transit connection between the Exit 140 Park and Ride and the Roanoke-Blacksburg Regional Airport also enable hikers to fly into the Roanoke Valley to access the Appalachian Trail.

Lastly, the eight letters included as the attachment RoCo Letters of Support indicate overwhelming support for the proposed shuttle service from the following federal, state, regional and local partners:
1. Wendy K. Janssen, Superintendent of the Appalachian National Scenic Trail, part of the National Park Service
2. Andrew Downs, Appalachian Trail Conservancy Senior Regional Director
3. Diana Christopulos, Roanoke Appalachian Trail Club representative
4. Beth Christensen, District Ranger for the Eastern Divide Ranger District for the George Washington and Jefferson National Forests, part of the U.S. Forest Service
5. Michael Gray, District Planning Manager for the Salem District of the Virginia Department of Transportation 
6. Jeremy Holmes, Executive Director of the Roanoke Valley-Alleghany Regional Commission
7. Pete Eshelman, Director of Outdoor Branding for the Roanoke Regional Partnership
8. Robert S. Cowell, Jr, City Manager for the City of Roanoke 

Support for long-term funding solutions: If successful in obtaining funding for the proposed pilot project, it is anticipated that sufficient ridership data will be collected to justify continued and enhanced shuttle service when the McAfee Knob trailhead parking lot capacity is reduced during construction of the pedestrian bridge.

Project Readiness: Roanoke County staff intend to issue a Request for Proposals within the next 60 days for turnkey shuttle service utilizing the baseline scenario recommendations included in the Transit Feasibility Study.  

The existing Roanoke County CORTRAN program, in continuous operation since 1985 to provide on-demand service for County residents age 70 and older or for residents who have a disability, is also operated by a turnkey transportation provider (Via) operating under a federally-eligible contract receiving FTA Section 5310 funding.  Roanoke County is familiar with DRPT tracking and reporting requirements already in place for the Section 5310 program.
	e_Performance_Measurement: Performance measures that will assess progress and effectiveness of the project that are unique to the project and clearly articulated:

Shuttle/Rider Data:
1. Number of tickets/rides purchased per week
2. Number of passengers transported per shuttle trip
3. Shuttle on-time performance
4. Shuttle reliability
5. Number of unclaimed return trip rides

Shuttle Operation Day Ancillary Data Collection:
1. Trailhead parking lot issues documented by NPS Park Ranger and/or Roanoke Appalachian Trail Club Ridgerunners
2. Roanoke County Police Department parking tickets issued
3. Roanoke County Police Department towing occurrences 

Feedback to be collected:
1. Driver feedback on operational issues and other concerns
2. Rider feedback on operational and other concerns to be collected through on-board and/or digital survey
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	zd_Submitter Name: Megan Cronise
	za_Contact Name: Megan Cronise
	zb_Contact Email: mcronise@roanokecountyva.gov
	zc_Contact Phone: (540) 772-2106
	a_Project_Name: Shuttle Service to the National Park Service's McAfee Knob Trailhead Parking Lot
	c_Project_Description: McAfee Knob is one of the most photographed locations on the Appalachian National Scenic Trail (AT) with approximately 50,000 annual visitors. The National Park Service (NPS) trailhead parking lot on Route 311 that provides access to McAfee Knob has had more demand for use than the current parking lot can accommodate for several years and parking challenges have increased during the COVID-19 Pandemic (see attached RoCo AT Triple Crown Transit Feasibility Study excerpts, RoCo McAfee Knob Trail Counts, RoCo McAfee Knob Parking Images, RoCo McAfee Knob Articles and RoCo McAfee Knob Trailhead Parking Issues Update).

The NPS has been studying the AT Triple Crown Area (Dragon's Tooth, McAfee Knob and Tinker Cliffs) since 2017. The U.S. Department of Transportation's Volpe Center completed a Transit Feasibility Study for the NPS in February 2021 which proposed several scenarios for providing shuttle service to and from the Triple Crown trailhead parking lots.  The Transit Feasibility Study was initiated to inform a Visitor Use Management (VUM) Plan currently being written by the NPS.  Not only would the Transit Feasibility Study provide long-term shuttle service options for the VUM Plan to consider along with other visitor experience improvements, but it was also intended to provide a foundation for a pilot program for shuttle service during the upcoming construction of the AT pedestrian bridge over Route 311 when available trailhead parking will be reduced by half (see attached ROCO McAfee Knob Ped Bridge Project Summary).  When the Transit Feasibility Study was presented to County staff in early 2021, staff contended that shuttle service could be utilized immediately due to the vastly increased visitation rates and parking issues observed in 2020. See the attached RoCo AT Triple Crown Transit Feasibility Study Excerpts for details.

The NPS does not have funding available to initiate shuttle service at this time.  The Demonstration Project Assistance grant opportunity offers a means to test shuttle service to determine whether it could be successful as a longer-term solution to address high visitor demand coupled with insufficient parking.

The Baseline Service scenario identified in the Transit Feasibility Study would collect passengers at the Interstate 81 Exit 140 Park and Ride located in Roanoke County and would transport passengers to the McAfee Knob trailhead parking lot (see attached RoCo McAfee Knob Trailhead Parking Lot Vicinity Maps.)  Proposed shuttle details include:

• Route duration/headway: 30 minutes
• Vehicle: One 12-passenger van (minimum size)
• Service duration: 12 hours per day
• Service days: Fridays, Saturdays and Sundays with occasional Mondays (Memorial Day and Labor Day, for example)
• Service months: Beginning of March through end of November
• Fare: $5 round trip plus $1.25 fee per ticket for online registration software and credit card fees; tickets to be booked online  
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	l_Expenses: 175200
	m_Revenue: 52800
	ze_TotalBudget: 217440


