
  

MEMORANDUM  

September 16, 2025 

To: Tim Phelps, Executive Director, John Meisel, Manager of Transportation Operations and Planning 

Organization: Transportation Management Association of Chester County 

From: Carrie Long, AICP, Christina Fink, PE, PTOE 

Project: Lincoln Highway Active Transportation Improvement Plan 

Re: Work Plan Memorandum  

 

The purpose of this memorandum is to document the work plan for the Lincoln Highway Active Transportation 

Improvement Plan. It provides additional details and clarifies deliverables and assumptions.  

Scope of Work  

Task 1: Existing Conditions Analysis 

The existing conditions task will inform and influence the approach for the remainder of the project. The analysis 

will capture the current conditions for people bicycling and walking in the project area to identify issues that the 

Active Transportation Improvement Plan can directly address. After collecting and assessing available data, Toole 

Design will prepare a concise description of the proposed data sources and methods. This will allow us to 

customize our approach based on data availability and ensure a shared understanding of outputs before 

beginning work. 

Task 1.1: Data Gathering and Review  

The purpose of this task is to inventory and assess existing data, and determine which data sources will be used 

in the project. Data sources include, but are not limited to transportation and safety data, land use and aerial 

imagery, GIS data, and OpenStreetMap. We will also use data from the US Census Bureau, American 

Community Survey, USDOT’s Transportation Disadvantages interactive map, DVPRC’s Equity through Access 

Indicator and other DVRPC datasets such as Indicators of Potential Disadvantage, to understand how 

recommendations can address history or ongoing inequities. Toole Design will strive to use similar datasets 

employed in other TMACC projects to ensure that baseline information is consistent, current, and accurate. These 

data sources will be compiled into an MS Excel summary table that can be updated as decisions are made about 

data sources. Once data sources have been compiled, Toole Design will prepare a concise description of 

proposed data sources and methods, which will allow for a customized approach based on data availability and 

will ensure a shared understanding of outputs (e.g., number of maps) before beginning work.  
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Task 1.2: Site Visit  

Equipped with a fundamental understanding of the project area, Toole Design will conduct a one-day site visit to 

the project area to ground truth our mapping exercises, identify and observe traffic and pedestrian patterns and 

intersection movements, take photographs, and collect data of other relevant existing conditions. This site visit is 

additionally an opportunity to connect with the project team and key stakeholders to gather insights on their 

experience of the corridor, key concerns and opportunities, and referrals to datasets or projects for inclusion in the 

Task 1 analysis. 

Task 1.3: Existing Conditions Documentation  

Toole Design will compile information developed in Task 1 activities into an existing conditions summary 

document. The existing conditions memo will reflect the conditions along the 4.2-mile project area including the 

current roadway design and function, transportation networks and service, pedestrian, bicycle, and transit 

amenities, land use (existing and future, as appliable), environmental, socioeconomic, and equity-related context. 

We will assemble available data into a base map, which will be used throughout the project and serve as the 

foundation for safety and active transportation planning efforts, including plan development and project 

prioritization. 

Task 1 Deliverables  

• Preliminary Base Map  

• Existing Conditions Summary Documentation  

• One-day Site Visit  

Task 1 Assumptions  

• TMACC staff will summarize relevant plans and studies  

• Existing Conditions Summary Documentation will be provided in PPT and PDF format  

Task 2: Stakeholder and Public Engagement 

The majority of activities included in Task 2 will be led by TMACC staff and in partnership with the Project 

Steering Committee. Where appropriate, Toole Design will serve as a trusted advisor and resource for TMACC to 

ensure that stakeholder engagement and public outreach efforts are effective and productive, generating valuable 

insights for the plan development and enthusiasm for what the Route 30 Corridor could be. Our subconsultant 

Connect the Dots will also support this task.  

Task 2.1: Project Steering Committee 

A Project Steering Committee (PSC) will be created and convened at least twice during the project to advise the 

process, serve a decision-making role, and ensure feasibility and cohesiveness with other local and regional 

initiatives and projects. The project stakeholder list has already been developed, and no additional work is 

required to determine members of the PSC, which includes municipal leaders, partner agencies (including 

PennDOT, SEPTA, and Chescobus), representatives from advocacy and community groups, and residents.  

While the PSC will be engaged throughout the life of the project, its role is particularly important in Task 2 

activities for which the Committee will be first convened to guide the development of a blueprint for equitable and 

effective processes. Toole Design will support TMACC and the PSC to craft approaches to engage key 

stakeholders and underrepresented communities, learning from experiences and local knowledge. We hope that 

members of the PSC can serve as trusted links, opening the door for a more complete engagement process by 

identifying groups and individuals to participate in interviews and project activities, and by directly engaging the 

groups with access and credibility to these populations.  
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Task 2.2: Meetings and Stakeholder Activities  

Community engagement is fundamental to an effective plan, and success requires buy-in from key stakeholders. 

After kickoff, the TMACC-led project team will identify stakeholder partners (beyond PSC members) and 

strategies to foster collaboration, consistent messaging, and engagement. Early in the process, the team will host 

virtual listening sessions with local government and community representatives—including transportation, 

emergency services, businesses, developers, and service agencies—to discuss safety concerns, opportunities, 

and challenges. The team will also prepare key talking points and project updates to keep stakeholders informed 

and engaged. Additional one-on-one or small-group discussions will strengthen collaboration, build shared values, 

and advance project goals.  

Task 2.3: Public Outreach and Awareness Campaign   

TMACC will lead the development of a public outreach and awareness campaign based on the existing conditions 

analysis, insights gleaned from stakeholder interviews, and with the guidance of the PSC. Connect the Dots 

(CTD) will work with TMACC to develop an engagement approach. CTD will design and facilitate a collaborative 

work session to develop the engagement approach. They will provide notes from that session and a framework 

outline for the client to draft the engagement plan. TMACC will then develop the engagement plan and CTD will 

provide one round of review and comment on the engagement plan.  

The framework may include specific elements to enable the project to be readily identifiable and consistent, such 

as logo or graphic design elements, color schemes, and fonts or other style features. These elements will be used 

on developed materials for future distribution in the campaign, such as flyers, templates (for materials, 

presentations, and reports), and other items for use by Toole Design and the project team. The specific plan and 

strategy for launching this campaign will also consider the timing as it relates to the project plan, data needed or 

available, and interactive elements, such as public surveys or feedback features, that will benefit future project 

tasks. 

Task 2.4: Public Meeting #1  

The project will include at least two public meetings to discuss the Active Transportation Improvement Plan with 

the community. The first meeting will be designed as an open house and is anticipated to occur as part of Task 2, 

after the existing conditions analysis has been completed and an initial public outreach campaign has been 

launched.  

The scope of the first Open House (Public Meeting #1) is to share key Route 30 safety issues and high-risk areas, 

connectivity gaps and opportunities, and to collect feedback on priorities, preferences, needs, and general 

community experience with the corridor. During this meeting the project team will present an overview of the 

project purpose and key findings from Task 1, introduce interactive engagement exercises, and be available to 

listen to and compile insights and feedback from the community. Residents are welcome to stop by the Open 

Houses during any time that it is convenient to walk through displays and provide comments and feedback on 

various station displays. A virtual variation of these open houses would allow participants to drop-in and connect 

directly with the project team to provide feedback. The final decision on whether the open house will be 

accessible both in-person and/or online depends on the preference of TMACC and the PSC. 

To make sure the Open House is welcoming and inclusive, the project team will concentrate outreach for these 

meetings/Open Houses to ensure underserved populations, including lower-income, New American, and BIPOC 

populations are included in our public events. At each event, the project team will strive to provide family friendly 

settings and child activities to facilitate participation by people with dependents who might otherwise be unable to 

attend. Virtual meetings provide options for those unable to attend in-person, including separate virtual open 
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house events for online participants. Toole Design will compile a Stakeholder and Public Outreach Summary 

Memorandum that summarizes feedback received during this task.  

Task 2 Deliverables  

• Kickoff meeting with the Project Steering Committee* 

• Public Outreach/Awareness Campaign strategy and materials* 

• Stakeholder Interviews* 

• Public Meeting #1* 

• Meeting and interview notes* 

• Stakeholder and Public Outreach Summary Memorandum 

(*TMACC-led activities that may involve Toole Design Team support) 

Task 2 Assumptions  

• One Toole Design staff person will attend Public Meeting #1  

• Maps and other presentation materials prepared for Task 1 will be incorporated into meeting materials. 

TMACC will be responsible for preparing boards, presentations, and other meeting materials for Public 

Meeting #1 and other stakeholder meetings as a part of this task  

• TMACC will provide notes from listening sessions and other engagement so it can be incorporated into 

the Stakeholder and Public Outreach Summary Memorandum 

Task 3: Active Transportation Improvement Framework 

Task 3.1: Preliminary Right-of-Way Improvements  

Task 3.1 will involve engineering and planning efforts to assess the primary barriers to access and safety, and to 

identify preliminary right-of-way and intersection improvements to strengthen active and multimodal connections 

and create a corridor that is comfortable and safe by foot, bike, or on transit. 

To identify potential frameworks for improvements, the team will conduct preliminary assessments, including: 

• Bicycle and Pedestrian Gaps, including connections with constrained conditions or lacking facilities (e.g., 

missing sidewalks) 

• Spot and Linear Barriers such as unsafe intersection movements or conflict zones (e.g., frequent 

driveways) 

• Neighborhood Connectivity Challenges including lack of pedestrian access between community 

destinations and transit stops, residential areas, or other key services 

This analysis will enable Toole Design to identify active transportation projects that can directly address barriers 

and gaps identified in Task 2 and focus on projects that can address the most critical gaps that affect day-to-day 

walking and bicycling in the community and between Route 30 destinations. The proposed right-of-way 

improvements will reflect best practices in bicycle and pedestrian facility designs and focus on creating a low 

stress corridor with bicycle and pedestrian network connections that can be expanded over time. As we develop 

the proposed bicycle network, we will draw from our work on the AASHTO Guide for the Development of Bicycle 

Facilities, FHWA Bikeway Selection Guide, and FHWA Achieving Multimodal Networks guidance for appropriate 

and innovative facility types and specifications. 

The recommendations will also focus on improving connections along Route 30, between commercial centers in 

town and to the trail network throughout the County and region, to make it easier for recreational visitors in the 

surrounding areas to visit and support local business districts. Preliminary design documents and deliverables will 

be developed with an eye toward the final plan. 
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Task 3.2: Preliminary Implementation Strategy  

From the preliminary right-of-way improvements identified in Task 3.1, the team will organize and prioritize a 

preliminary implementation strategy with a focus on practical, feasible, and high-impact projects. Safety 

improvement projects will be organized into short-term (up to five years, which may include options for lower-cost 

quick build projects), mid-term (five to ten years), and long-term (ten years and beyond) timeframes for the 

implementation plan. The deliverable of this task will be a matrix of prioritized projects, programs and initiatives, 

along with other considerations that would impact effective implementation (e.g., coordination among local 

enforcement agencies).The strategy and implementation matrix may need to be adjusted based on the amount 

and timing of available local funding paired with anticipated outside safety funding, including SS4A 

implementation funds, PennDOT programs, and staff capacity locally. The implementation matrix will include 

details on initial capital and on-going maintenance costs and likely outside funding program applicability and 

award potential. Short-term projects will be particularly reflective of maximizing safety improvements based on 

availability of current safety funding programs. 

Task 3.3: Cost Evaluation and Funding Strategy  

To support TMACC and partner agencies in advancing priority projects, we will develop implementation 

recommendations that present potential funding strategies as well as an action plan so that TMACC and partner 

staff can move quickly to implement high-priority projects, and lay the groundwork for longer-term efforts. We will 

develop a concise implementation strategy in the form of an excel matrix that identifies:  

• Planning-level cost opinions  

• Priority level 

• Time frame 

• Lead agency  

• Partners 

• Potential funding sources  

• Potential barriers or feasibility issues 

Task 3.4: Summary and Project Steering Committee 

The Preliminary Implementation Strategy, Cost Evaluation, and Funding Strategy will be summarized in an 

Implementation Strategy Documentation. The Implementation Strategy Documentation will be submitted to 

TMACC for review and Toole Design will revise the document based on one set of consolidated comments.  

TMACC will present the proposed strategy, project alternatives and priorities, and funding opportunities to the 

Project Steering Committee for review. 

Task 3 Deliverables  

• Preliminary design alternatives for right-of-way and intersection improvements  

• Project Steering Committee meeting (attendance only)  

• Matrix of prioritized projects, programs and initiatives: planning-level cost opinions, priority level, time 

frame, lead agency, partners, potential funding sources, potential barriers or feasibility issues  

• Implementation Strategy Documentation, draft and final  

Task 3 Assumptions  

• For the project steering committee, TMACC will generate the agenda, prepare the meeting materials, and 

prepare meeting notes. Toole Design Team will attend the meeting 

• Implementation Strategy Documentation will be provided in PPT and PDF format 
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Task 4: Preferred Alternative and Public Awareness Strategy 

Task 4.1: Public Meeting #2 

During the second meeting TMACC, with support from Toole Design, will present an overview of the preferred 

alternative and overall Active Transportation Improvement Plan, identify where more details can be reviewed, and 

be available to share different Plan elements and recommendations. Similar to the first public meeting, this is 

envisioned to occur as an Open House event at which participants can drop in at any point and share insights or 

feedback directly with the project team.  

Task 4.2: Public Awareness Campaign and Tools   

 

Connect the Dots will prepare one (1) set of Sharekit communication materials (i.e., 1 Fact Sheet, 5 sample social  

posts, 2 graphic sets, 1 newsletter / email content, 1 Flyer design). The public awareness campaign established in 

Task 2.3 will be continued and carried out in Task 4.2. As part of this campaign, the Toole Design Team 

recommends pop-up engagement as a component of the public outreach and awareness campaign, as local 

events can provide unique opportunities to promote the project and gain feedback from residents that may not 

have time or interest in a more traditional Open House or meeting. Pop-up engagements will be designed to be 

brief and to the point to allow users to participate without delays in getting to their activity or destination. QR 

codes and save the date information for upcoming meetings offer a mechanism for direct outreach as well as 

opportunities to encourage social sharing. 

Task 4.3: Summary and Project Steering Committee Meeting  

Toole Design will work with TMACC to prepare a presentation of the preferred plan to the PSC  

for feedback. This presentation will include reference to the project plan features, preliminary design, list of  

projects as prioritized in the implementation strategy, as well as a timeline and potential funding sources to 

advance the project. 

Task 4 Deliverables  

• Public Awareness Campaign Strategy* 

• Project Steering Committee meeting 

• Public Meeting #2*  

• Preferred Alternative Memorandum (including costs and timeline) 

*TMACC-led activities that may involve Toole Design Team support) 

Task 4 Assumptions  

• One Toole Design staff person will attend Public Meeting #2 

• Maps and other presentation materials prepared for Task 3 will be incorporated into meeting materials 

TMACC will be responsible for preparing boards, presentations, and other meeting materials for Public 

Meeting #2 and stakeholder meetings as a part of this task  

Task 5: Active Transportation Improvement Plan 

Task 5.1: Summary Memorandum  

Near the end of the project, TMACC will prepare a memorandum or other document (i.e., a slide deck) 

documenting and summarizing the community outreach activities that were conducted. Toole Design will provide 

input and review for this task.  
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The resulting document will center on synthesizing the stakeholder, PSC, and public insights collected throughout 

the tasks of this project. Specific and salient insights and feedback from each PSC meeting, as well as 

information collected through the public meetings and the public awareness campaign will be summarized in a 

stakeholder engagement memo. This memo will be referenced and featured within the final Active Transportation 

Improvement Plan. Insights and key findings will be used to refine the preferred plan and inform the final 

deliverable of the project. 

Task 5.2: Draft and Final Plan  

The Lincoln Highway Active Transportation Improvement Plan (ATIP) will be developed collaboratively by TMACC 

staff and the Toole Design Team. As a first step, we will develop a detailed plan outline with roles and 

responsibilities for content development and review. The project team will budget a four-week review period for 

initial review of the draft plan. The PSC will circulate the Draft Plan for comments, which will be addressed in a 

Public Draft ATIP for community feedback and adoption. We anticipate that TMACC will post the final Plan on 

their website. We anticipate that this Plan will include limited cross sections and spot-improvement drawings to 

help illustrate the recommendations. 

Task 5.3: Final Public Awareness Campaign and Tools  

TMACC will deliver and advertise the final Plan to the public through the final public awareness campaign and 

accompanying tools (e.g., the branding scheme and associated guidance) to help share the plan widely and 

effectively.   

Task 5.4: Project Steering Committee Meeting  

TMACC will prepare a presentation of the final plan that summarizes the activities and results of the complete 

project. TMACC will lead these presentations. 

Task 5.5 Next Steps 

Task 5.5 presents TMACC with a series of action items and priorities to help leverage the insights cultivated 

through this Plan process to pursue funding opportunities, continue cultivating stakeholder and community 

support, and to advance the preferred alternative to the next necessary steps towards engineering and final 

design. This may also include guidance on sustaining the ATIP public awareness campaign or other public 

engagement strategies to bring attention and interest to the corridor improvements. We anticipate that this will be 

delivered as a short “next steps” memorandum. 

Task 5 Deliverables  

• Outline of Plan, in collaboration with TMACC  

• Draft Plan content, in collaboration with TMACC  

• Final Plan content, in collaboration with TMACC 

• “Next Steps” Memorandum, draft and final 

Task 5 Assumptions  

• TMACC to prepare the Summary Memorandum of community outreach 

• TMACC to provide one set of consolidated and reconciled comments on the draft plan  

• TMACC to be responsible for Task 5.3 and Task 5.4. Toole Design to provide a review of the presentation 

for the PSC 

• The plan will include up to three cross-section graphics and 5 intersection sketches  

• Next steps memorandum will be a maximum of two pages 
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Task 6: Project Management and Administration  

Task 6.1: Kick-Off Meeting  

The Toole Design Team will begin the project by preparing the following items:  

• A draft work plan memo based on this scope of work that provides additional detail and clarity for key 

tasks 

• A refined project schedule that depicts the order of each task in this scope of work and preliminary dates 

or time periods for stakeholder and public engagement activities. The schedule will also indicate key 

milestones (such as deliverables) to document successful project completion within the anticipated 14-

month project time period 

• An initial request for information seeking existing project and planning documents, studies, shapefiles and 

other relevant data, and other traffic information that will inform and guide the designs and 

recommendations of this project 

The Toole Design will participate in a virtual Project Kickoff Meeting with TMACC staff to review these items and 

seek feedback. The Kickoff Meeting will also serve the following purposes: 

• The Toole Design will confirm the ultimate project objectives with TMACC staff; these objectives will form 

the basis for the vision that will be referenced in the public engagement activities and framework 

development for this plan 

• The Toole Design and TMACC staff will review the list of project stakeholders to engage for the Project 

Steering Committee 

Task 6.2: Monthly Progress Reports and Coordination Conference Calls  

Progress Reports will be provided with monthly invoices. The Progress Reports will include a brief summary of 

work completed during the invoice period as well as work anticipated to be completed during the next period.  

Toole Design will meet monthly (up to 10 times) via conference call with TMACC staff (and other identified project 

leads as appropriate) to provide updates on the project’s status, discuss any outstanding project needs, and 

solicit feedback on the project. Toole will send an agenda, including lists of questions and decisions to be 

confirmed at least two day prior to the regularly scheduled check-in meeting. Toole Design will provide meeting 

notes after each progress meeting.  

Task 6.3: Quality Control of Materials  

Toole Design applies a rigorous quality management process to every project. The Principal-in-Charge (PIC) and 

our team of subject matter experts will review all draft and final deliverables. The PIC coordinates closely with the 

Project Manager to keep the project on schedule and within budget while ensuring the right staff and skill sets are 

available. Our QA/QC program emphasizes planning, skilled personnel, thorough supervision, and independent 

checks, reviews, and audits to verify compliance. Additionally, the TMACC Project Manager and PSC are 

incorporated into the review and approval of formal deliverables as appropriate. 

Task 6 Deliverables  

• Work Plan Memorandum, including refined project schedule  

• Initial Data Request Memorandum  

• Kick-Off Meeting with TMACC staff, including agenda and notes 

• Monthly project update meetings (10), including agenda and notes 

• Monthly progress reports (10) 
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Task 6 Assumptions  

• Monthly project update meetings will be 30 minutes  

• Project duration is 10 months  

• The members of the project steering committee have already been identified 

Schedule  

The initial schedule is provided on the next page. 
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