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Rail Passenger and Freight Development 

 

 

A major Economic Development Initiative was recently announced by your Governor and the Legislature.  Spe-

cial incentives, such as classification as a tax-free zone for new and expanding businesses, have been put in 

place to encourage entrepreneurship and relocation to the area. With a strong workforce, proximity to a major 

port, and a geographic crossroad that would serve several multi-state freight corridors, this region of the state is 

an optimum area to target under this initiative.  The state has a wealth of rail lines, a legacy of past industrial and 

passenger activities and they are well represented in this area that has been targeted as a growth region for 

freight related economic development.  The state is in negotiation with several large warehouse and distribution 

providers servicing national chains to relocate to the area and they are closing in on final agreements.  Commu-

nity leaders, while excited about growth opportunities, are expressly focused on avoiding negative impacts such 

as increased congestion and reduced air quality.  They are looking to both encourage the increased use of rail 

freight services as well as increase the number of rail passenger options in the area as part of this redevelopment.  

The State Department of Transportation is working on an overall comprehensive statewide freight plan, and also 

working with the local Metropolitan Planning Organization to develop a regional plan to serve this area and the 

connecting interstate highway and rail freight corridors.  Some of the rail lines that have been identified as 

promising for passenger services are owned by freight railroads.  Two of the competing freight rail lines share a 

small short line segment into one of the most promising industrial areas identified for on dock rail warehouse 

and distribution.  However, low height clearances on this one segment eliminate the capability for double stack 

trains.  In other cases, the optimization of rail freight services ideally involves running rail freight trains on cor-

ridors owned by the regional transit agency.  Your project team has been tasked with outlining a proposed ap-

proach for development of a regional rail plan for this area that seeks to utilize the various rail options to their 

maximum benefit.  Within the outline you should identify and consider the transportation and community issues 

to be addressed.  Cite some best practices from other locations in the US for rail and passenger development that 

may provide innovative solutions i and examples of potential financial models that might be further explored to 

support the rail improvements that may be identified in a regional rail plan.   You should identify what data 

sources you would need to draw on for a regional rail plan to illustrate demand and anticipated performance im-

provement. You should also include in your report how you will approach the  inclusion of the freight railroads, 

the transit agency, industrial interests and the public in the development of  a regional rail plan. and what re-

sources you may require to complete development of such a plan. 

Capstone Participants: 

Greg Hall, FHWA/Fl, Surayia Rashid/Wilmington MPO, Dionne Richardson/FLDOT,  

Susan Stitt/ILDOT, Dennis Toomey/PA DOT, Trung Trinh, Miss DOT, Ryan White/NYEDC,  

 

 

 

 

Examples of resources to consider: 

Summary of Best Rail Planning Practices – Colorado DOT 

http://www.coloradodot.info/projects/PassengerFreightRailPlan/StatePassengerRailPlan-

Tasks/StatePassengerAndFreightRailPlan-Task1 

Midwest (Missouri) Regional Rail System - http://modot.org/pdf/newsandinfo/railmidwest.pdf 

Regional Rail Plan for the San Francisco Bay Area -  

http://www.mtc.ca.gov/planning/rail/downloads/9-07/Regional_Rail_Proposed_Final_Report_v11an.pdf 
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Executive Summary 

The BA Task Force was established by the State of Confusion DOT under the authority of the 

Governor’s Office and is made up of public agency professionals from the areas of Rail, 

Freight, Fiscal, and Policy.  The task force was tasked to develop guidance for the 

development of a high level Gotham Regional Rail Plan.  This guidance is contained in this 

report and includes existing conditions, the need for this plan, the role of stakeholders, as 

well as a variety of strategies to be addressed and best practices. 

The need for this task force was prompted by the Governor’s recent Economic Development 

initiative which the Gotham area is poised to benefit from.  Special incentives, such as 

classification as a tax-free zone for new and expanding businesses, have been put in place to 

encourage entrepreneurship and relocation to the area. Gotham benefits from a wealth of 

transportation options; a strong workforce; and a rich history.  At the same time, it struggles 

with the remnants of its industrial past.  In order to move forward and take advantage of the 

current economic opportunities, the region is looking to the many advantages of rail 

transportation and this task force has outlined the requisite components of a comprehensive 

rail plan for the region. 

The purpose of the rail plan is to provide a framework for rail to serve as a key supporter to 

this economic redevelopment and to promote the optimum utilization of various rail options.  

The identified needs include the provision of free-flowing connections between multiple 

transportation modes; capitalize on the tax-free zone incentives; improve commuter rail 

service; minimize congestion and improve air quality; and remove barriers to sharing rail 

corridor and track infrastructure. 

The development of this plan will require extensive stakeholder outreach and involvement at 

multiple levels with a variety of methods and tools being utilized.  The complexity of 

developing a successful Rail Plan is directly related to the number of major stakeholders and 

their particular perspectives and responsibilities.  The BA Task Force has developed an overall 

list of potential major stakeholders derived from the State of Confusion’s Freight Advisory 

Committee which includes Gotham City Officials, Commerce, and Associations, Gotham City 

RTA, both Class I Railroads, and Metropolitan Planning Organization. 

The plan will need to determine the data essential to informed decision making; identify gaps 

or bottlenecks in the existing systems; identify necessary infrastructure upgrades; identify 

means to integrate rail freight and passenger operations; plan transportation corridors and 

land uses to support the region’s quality of life; and identify and prioritize major projects. 

When the Regional Rail Plan is completed and the results from the outreach and costs 

analysis are known, a cost/benefit analysis for each project/initiative will be performed.  An 
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evaluation matrix will also be developed based upon the before mentioned criteria.  

Evaluation criteria should include but not be limited to: 

 Safety Benefits/Impacts 

 Stakeholder Benefits/Impacts 

 Environmental Impacts 

 Economic Benefits 

 Congestion Benefits/Impacts 

 Costs 

 Phased Construction Feasibility 

 Project Delivery Date 

The BA Task force has identified some potential projects and initiatives to be considered for 

implementation in this proposal. Additional coordination and outreach with stakeholders and 

the public are expected to identify additional improvements that may be considered for 

advancement.   

The plan will also need to address support strategies in the areas of land use, governance, 

funding, and corridor preservation.  Gotham and the State of Confusion are expected to see a 

significant and substantial growth in population by 2040.  Governance refers to the group of 

entities which assume the responsibility for freight and collaborate for these activities at the 

local, state, and regional level.  Funding for transportation will continue to be an ever 

increasing issue and potential creative funding mechanisms will need to be addressed as well 

as best practices.  The plan also needs to identify potential corridors which may need to be 

preserved for future expansion of transportation infrastructure. 

The development of a comprehensive rail plan for the Gotham region will be neither quick 

nor easy.  The situation is complex and, in order to adequately address both the current and 

future needs of the region, this plan must rely on a wide range of existing local and national 

data as well as best practices from across the nation and the world many of which are 

identified in this report.  At the same time, it will be essential to bring all the major 

stakeholders together to begin working on the development of a plan for the future of rail 

transportation and economic development in Gotham.   

This report is intended to be the first step in identifying and describing the substantial work 

effort required to develop a regional rail plan for the State of Confusion and Gotham City in 

order to evaluate available options to optimize the use of rail options in the economic 

development region.  The BA Task Force recommends going forward with the development of 

such a plan. 
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Introduction 

In the state of Confusion, the Governor recently announced a major initiative to enhance 

Economic Development.  Special incentives, such as classification as a tax-free zone for new 

and expanding businesses, have been put in place to encourage entrepreneurship and 

relocation to the area. With a strong workforce, proximity to a major port, and a geographic 

crossroad that would serve several multi-state freight corridors, one particular region of the 

state, Gotham City, is an optimum area to target under this initiative. At the Governor’s 

direction, the State DOT has appointed the “BA Task Force” to assess the various rail options 

and prepare a high level outline of a rail plan that may be utilized to support an efficient and 

comprehensive supply chain model.  The Task Force is made up of public agency professionals 

from the areas of Rail, Freight, Fiscal, and Policy expertise.   As described later in the report, 

the Task Force will form a Steering Committee to guide the development of a successful Rail 

Plan. 

Background/Existing Conditions 

Freight movement by railroad, and associated passenger rail service, is a key component in an 

efficient and comprehensive supply chain model.  Pound for pound over long distances, rail is 

the economical option to consider when compared to trucking or air transport services.  

Current demand for efficient freight movement translates to a desire for increased use of the 

rail option whenever feasible.   

In the particular case of Gotham 

City, it’s especially important that 

state government, community 

leaders, a major port and existing 

railroad companies all work 

together to increase economic 

development and create jobs for 

the locally strong work force.  The 

challenge is to do so with fiscally 

constrained funding, in an 

environmentally responsible 

manner, and in recognition of all stakeholders’ needs to satisfy and protect their own best-

interests.  For the area of rail planning, a key component for future growth and success is the 

ability to promote rail corridor and track infrastructure sharing among the existing 

fragmented heavy freight and light passenger rail operations. 
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GOTHAM CITY RAIL PLAN 

Purpose and Need Statement 

A consensus purpose and need is particularly important for the Gotham City Rail Plan due to 

the exceptionally complex problem statement and large number of stakeholders.  The purpose 

and need statement will serve as an ongoing guide for decision making and establishment of 

priorities for the Gotham City Rail Plan throughout the multi-step planning process.  

A. The overall Purpose for this rail plan is summed up in two statements: 

1. To provide a framework for rail to serve as a key supporter to a major economic re-

development initiative; and, 

2. To promote the utilization of various rail options to their maximum benefit. 

B. The following high-level Needs have been identified in achieving the purposes stated 

above: 

 

1. Provide free-flowing intermodal 

connections between several 

railroads, the port, existing and 

future warehousing facilities and 

major highway access. 

2. Capitalize on the tax-free zone 

incentive for new and expanding 

businesses. 

3. Improve commuter rail service. 

4. Avoid increased highway 

congestion and reduced air quality. 

5. Remove economic, institutional 

and physical barriers to sharing rail 

corridor and track infrastructure 

among the existing heavy freight 

and light passenger rail operations. 

  

HYPOTHETIC
AL



Page | 7 
 

Stakeholder Perspectives, Roles and Responsibilities 

The complexity of developing a successful Rail Plan is directly related to the number of major 

stakeholders and their particular perspectives and responsibilities.  The BA Task Force has 

preliminarily developed an overall list of potential major stakeholders and outlined key 

attributes. 

A. Governor and Legislature 

 Facilitate major economic development initiative such as the Tax-Free Zone. 

 Create incentives / remove road blocks for new and expanded businesses. 

 Encourage entrepreneurship and relocation to the state of Confusion. 

 Lead in the negotiations with large warehouse and distribution providers to 

relocate to the area. 

B. Gotham City (and its metropolitan planning area) 

 Has an existing strong workforce. 

 Is located in close proximity to a major port. 

 Is located in a geographic crossroad to several multi-state freight corridors. 

 Has been target by the state as an ‘optimum’ area for this economic initiative. 

 Possess a wealth of legacy rail lines in the targeted area. 

C. Community Leaders 

 Excited about growth opportunities. 

 Focused on avoiding negative impacts of congestion and pollution. 

 Desires increased rail passenger options. 

 Desires redevelopment of land uses. 

D. Department of Transportation (highways deputate) 

 Working on an overall comprehensive statewide freight plan. 

 Working with local MPOs to develop regional freight plans. 

 Supports new highways to rail connections. 

 Is responsible to address low-clearance bridges over railroads. 

E. Railroads 

 Potential passenger service rails owned by freight lines. 

 Two competing freight lines share a small short-line segment into one of the 

promising industrial areas. 

 Weight rating of tracks and under-clearance for double stacking are key issues for 

freight service. 

 Reliable scheduling is a key issue for passenger service. 
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Goals and Objectives 

The Gotham City scenario is not unlike many towns and communities nationwide.  However, 

Gotham City has a very high potential for economic and social rewards if their many 

interesting challenges can be addressed. 

 

A. The BA Task Force has preliminarily identified the following Rail Plan goals and objectives 

based on the known background conditions and problem statement: 

1. Determine the data needed to support decisions in both planning and operations. 

(Examples: rail inventory, rail carrier profiles, commodity flows, passenger rail data, 

characteristics of rail-dependent industries existing and potential.) 

2. Identify and correct critical missing links and/or 

bottlenecks in the current rail line corridors such as 

connections to the port and warehousing, low-clearance 

bridges, and non-286k rated tracks. 

3. Identify capital infrastructure upgrades necessary to 

utilize transit owned rail and overpasses for heavier 

freight services. 

4. Increase integrated rail freight and passenger operations by: 

a. Identifying rail operator’s current resources and needs. 

b. Look for ‘quick’ opportunities to exchange resources between rail operators where 

both entities gain important benefits without a large financial investment. 

c. Facilitate discussion between the Regional Transit Agency (passenger service) and 

freight operators to look for long-range investment and sharing opportunities that 

lead to growth and increased revenues for both entities, and, 

d. Identify both lower cost and major capital investment project needs and prioritize 

public funding / incentives to benefit multiple rail operators. 

5. Identify and target marketing towards the types of businesses that are best suited for 

the Gotham City area’s unique capabilities while doing no 

harm to the existing businesses that have supported and 

preserved the City’s economic existence over previous years. 

6. Plan transportation corridors and land uses to preserve the 

community’s livability and quality of life (air quality, noise, 

congestion, public safety) through a strong public outreach 

process that responds to community input and implements 

mitigation strategies. 

7. Identify, prioritize and commit to a schedule of major project financial investments. 
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Stakeholder and Public Outreach 

Stakeholder and public outreach will be a critical component to the Gotham City Rail Plan.  

Participation from stakeholders and the public will facilitate a forum for communication, 

education, and data exchange.  Since the rail system will be a significant component of the 

city’s transit system, it will impact the public in regards to congestion, mobility, and livability. 

 

A. A Steering Committee will be created to assist the BA Task Force with the development of 

the plan by collaborating with and advising the plan development team at key stages. The 

committee can provide significant input to help shape the direction and outcomes of the 

plan.  The composition of the Steering Committee will be a subset of the State of 

Confusion’s Freight Advisory Committee and will consist of individuals representing freight 

carriers, shippers, receivers and forwarders, transit agencies, economic development 

agencies, municipalities, environmental agencies, planning regions, government agencies, 

and other rail related organizations relevant to the study area.  Steering Subcommittees 

will be established as needed to handle focused topics that would be more tailored to 

members of those subcommittees.  Targeted freight carriers and shippers are ones that 

will be direct users or potential users of the Gotham City Rail System.  This will include but 

are not limited to the following: 

 

1. Freight Carriers:  Trucking companies/associations, RR companies/associations, 

Gotham City Port Authority. 

2. Freight Shippers/Receivers/Forwarders:  Shippers association, manufacturing 

associations, retail associations, and agricultural producers. 

3. Transit Agencies:  Gotham City RTA. 

4. Economic Development Agencies/Municipalities:  Gotham City Chamber of Commerce, 

Mayor of Gotham City. 

5. Environmental/Security Agencies:  EPA, Army Corps, Wildlife & Fisheries. 

6. Regional Planning:  MPO containing Gotham City. 

7. Government:  State DOT, FHWA, FRA, FTA. 

 

B. Public Involvement shall be conducted at certain stages throughout the development of 

the plan to engage public participation and collect feedback and data.  This will include but 

not be limited to the following: 

 

1. Public Meetings: 

Public meetings will be held to provide education on the purpose of the plan, its 

components, and potential impacts.  Comments/feedback will be solicited at these 
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meetings.  The first round of meetings will be held after the start of the project to 

gather input from the public on how they view the current performance of the 

Gotham City Rail System and help identify deficiencies and gaps.  The second round 

of meetings will be held towards the completion of the project to solicit comments 

on the draft plan.  Venue locations will be identified that will maximize the 

participation rate and target users and potential users of the rail system. 

 

2. Website: 

A website will be developed to be the main source of information for this project.  

Purpose, scope, schedule, progression, and relevant content will be provided at the 

site in addition to an electronic comment form that can be completed and 

submitted via online.  Other forms of outreach will also serve as an opportunity to 

direct traffic to the website. 

 

3. Conventional Media Outreach: 

Ads will be placed via newspapers, radio, television, etc. to inform the public of the 

project and how they can participate. 

 

4. Social Media: 

Social media will be utilized to optimize the distribution of information for public 

involvement events and enlist participation in data gathering efforts.  It will be an 

instrument to direct the public towards the website and the meetings. 

 

5. Surveys: 

If data such as commodity flow, congestion, safety, air quality, noise pollution, and 

other freight related/transit oriented/community impacted data are insufficient or 

unavailable from current sources or from the above mentioned outreach efforts, 

then a survey will be conducted to collect such data.  It will also collect data on 

current passenger rail ridership and potential ridership locations to assist in the 

assessment of the existing rail service and needs.  Stakeholders will be identified to 

maximize the sample pool and will include groups that will be significantly affected 

by rail related policies, operations, and investment plans.  The medium through 

which the survey shall be distributed will be the website and mail. 
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Issues, Opportunities and Strategies 

 

Gotham City is at a crossroads – literally.  It is located on a major port and sits in the middle of 

several multi-state freight corridors in the State of Confusion.  Confusion has three Class I 

railroads operating within the State’s borders and a vast network of rail lines.  Gotham City, 

like the State of Confusion, is transitioning from its past as a leading industrial region into the 

new economy. 

In order to facilitate this transition and encourage entrepreneurship and migration into the 

region, the State of Confusion recently announced a major Economic Development Initiative 

which includes special incentives such as tax-free zones for new and expanding businesses.   

These incentives are extremely broad and apply to a wide variety of business interests focusing 

on job creation and economic development.  Gotham City has a strong workforce and is one of 

the initiative’s targeted areas for freight related economic development. 

Given its strong workforce and the changing economy, Gotham City is eager for economic 

development but cautious about the potential drawbacks that can come with that 

development.  Gotham City has a strong community identity with a rich history and a diverse 

population.  Its waterfront area is full of historic properties and niche businesses and 

restaurants which could be impacted by an increase in freight movement in the area as well as 

increased congestion and noise. The city has an active and vibrant downtown area near the 

waterfront, rail lines, and warehouse district.  The waterfront area contains an active freight 

port but is also an attractive area for housing and related development.  Balancing these 

competing interests will require significant public involvement and negotiation. 

Its industrial past has left the city with a variety of environmental issues which the city is 

addressing including several contaminated properties which, while prime for redevelopment, 

will require clean-up prior to any reuse.  Gotham City is an air quality nonattainment area and 

so development, potential congestion increases, and increased freight movement bring 

concerns regarding increased emissions and air quality.  While its location on a major port 

makes it ideal for increased freight movement, this location also brings concerns regarding 

water quality and potential impacts to the area’s indigenous wildlife, particularly those living in 

and around the water. 

As stated, the State of Confusion has a robust rail infrastructure as a result of past industrial 

and passenger activity.  Included in this infrastructure is rail access to the Metropolis Port as 

well as a short line segment into one of the promising industrial areas.  This short line segment 

is shared by two competing rail lines.  Gotham City would like to encourage enhanced use of 

this rail network for both freight and passenger movement in order to reduce congestion and 
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other negative impacts from any increased freight development in this area.  The State has 

designated this area as a tax free zone and is in negotiations with several large warehouse and 

distribution centers to relocate to the area.  Additional rail service is critical to service these 

facilities.  Given the lack of land available for rail expansion in this area and the desirability of 

the passenger line for freight use, there is the potential to find benefits for the freight lines 

that will prove sufficient to encourage them to consider at least a trial use of their lines for 

passenger service.  This model has worked elsewhere in the nation. 

Both community leaders and citizens of the region are also seeking expanded passenger rail 

service.  This would not only serve current needs but would also help to reduce any increased 

congestion due to the new warehouse and distribution facilities.   

Despite the robust rail infrastructure, there are some potential impediments to increased rail 

freight and passenger service.  First, some of the rail lines which have been identified as 

optimum for passenger service are owned by freight railroads.  Similarly, some routes 

identified as optimum for freight rail involve running freight service on corridors owned by the 

regional transit agency.  Second, the short line segment shared by the two competing rail lines 

has low height clearances.  This short line goes into one of the most promising industrial areas 

identified for on dock rail warehouse and distribution development.  However, due to the low 

clearances, double stack trains cannot utilize this line.  Third, the current freight rail service is 

running at capacity which does not allow for any increased rail freight movement in this region 

without any infrastructure expansion or enhancements.  Finally, numerous at-grade rail 

crossings in the region currently serve as choke points for the existing highway system and also 

raise safety concerns.  Any increase in either rail or truck traffic at these crossings will only 

exacerbate the existing problems.  These conflict points need to be addressed as well through 

the stakeholder participation process and interagency plan development. 

All of these problems must be included and addressed in Confusion’s comprehensive 

statewide freight plan.  Like other states across the country, Confusion is currently facing 

significant budget issues due to rising pension costs, a stagnant economy, and falling gas tax 

revenues.  The potential collapse of the Federal Transportation Trust Fund is of particular 

concern.  Despite that, expanded warehouse and distribution facilities will be coming to 

Gotham City and will be placing significant additional demands on the transportation network.  

As a result, this plan must also explore innovative financing and partnership opportunities such 

as public-private partnerships, TIFIA funding, TIGER program grants, and others. 

 

  

HYPOTHETIC
AL



Page | 13 
 

Alternatives Development, Evaluation, and Prioritization Plan 

This initial report identifies some preliminary actions and projects that could be considered for 

further development. When evaluating the feasibility of potential projects, detailed studies 

and coordination efforts are required to thoroughly vet and analyze the impacts that projects 

may have on previously identified stakeholders and other considerations such as the natural, 

social, and business environments.  

In order to adequately evaluate and compare projects and initiatives, evaluation criteria must 

be identified which are examined for either positive benefits and/or negative impacts. A 

preliminary set of evaluation criteria are identified below, which serves as a baseline for 

consideration when comparing alternatives. Additional public outreach and stakeholder 

coordination while deploying elements of this plan may reveal additional criteria that should 

be considered, and may eliminate some of the criteria identified below.  

The preliminary evaluation criteria should include (but are not limited to): 

 Stakeholder benefits / impacts 

 Environmental impacts (noise, air quality, water resources, etc.)  

 Economic benefit 

 Congestion benefits / impacts 

 Costs 

 Safety benefits / impacts 

 Phased construction feasibility 

 Project delivery date 

The BA Task force has identified some potential projects and initiatives to be considered for 

implementation in this proposal. Additional coordination and outreach with stakeholders and 

the public are expected to identify additional improvements that may be considered for 

advancement. Some of the preliminary ideas and benefits of these initiatives are as follows: 

 Vertical Clearance improvements for the shared short line. 

o Increased volume of freight moved to/from the development district by 

providing “double stack” rail capacity. 

o Provides incentive for program participation from the railroad companies. 

 Rail track sharing between the RTA and the Freight Rail Companies 

o Additional capacity available for freight rail companies. 

o Additional passenger rail routes for under-served residential and business 

communities.  

 

HYPOTHETIC
AL



Page | 14 
 

 Identification of future warehousing and distribution centers near existing and future 

potential rail spurs. 

o Better spur access will attract more businesses to the region and improve port 

interactions. 

 Initiate studies for Interstate interchange and roadway improvements: 

o Dedicated ramp connectors into the business districts, designed to 

accommodate freight traffic, could ease congestion on surrounding road 

networks.  

o Roadway improvements, such as truck only lanes or other managed lane 

strategies, can improve travel time reliability for freight movements and ease 

congestion on the network. 

 Off Hours Delivery / Operating programs 

o Solicit participants in a pilot demonstration project to provide a proof of 

concept and promote expansion and full scale implementation of off-hours 

programs.  

o These programs ease congestion in urban areas and reduce air impacts because 

of reduced truck idle times.  

o These programs could also ease the peak hour traffic on rail lines by shifting 

demand to hours underutilized by both passenger and freight rail.  

 Reduction of “at-grade” railroad crossings 

o Improved safety for both railroads and drivers. 

o Improved railroad capacities due to fewer conflict points. 

 Identification of areas for parallel and new tracks when right-of-way permits. 

o Added capacity for rail movements.  

 

When the Regional Rail Plan is completed and the results from the outreach and costs analysis 

are known, a cost/benefit analysis for each project/initiative will be performed. An evaluation 

matrix will also be developed based upon the before mentioned criteria. The matrix will 

identify the magnitude of benefit and impact that each project/initiative is expected to have 

upon the stakeholders. It will also summarize the results of the evaluation criteria analysis to 

aid in the prioritization and implementation of the proposed improvements. Projects or 

initiatives can then be advanced as deemed appropriate based upon the evaluation criteria 

and the cost/benefit analysis for each item.   

It is expected that these projects will help promote economic development and attract long-

term employment opportunities to the region. Additionally, construction projects of this 

nature create local jobs and provide an immediate economic boost to merchants in the region.  
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Support Strategies 

 

A. Land Use 

 

By the year 2040, Gotham City and State of Confusion are expected to experience a substantial 

growth in population. Gotham City currently hosts freight generating land uses, such as 

warehousing, manufacturing, logistics, and port and harbor operations, which have the 

potential to bring tremendous positive benefits to the region.  

 

Through a series of meetings and general information sharing, BA Task Force along with the 

guidance from the Steering Committee anticipates identifying the benefits of freight 

generating land uses in Gotham City such as: direct and indirect employment associated with 

freight activity; business and income tax benefits to the local, regional, and state economies; 

contribution to state and local economic output; and lower costs for goods and services. The 

proposed residential growth district, downtown district and warehouse growth district are 

aimed at supporting these benefits, and providing a mix of uses that will integrate freight and 

land uses, and ultimately lead to reduced congestion, improved air quality and safety, 

enhanced community livability, improved operational efficiency, reduced transportation costs, 

and greater access to facilities and markets. In this sense, the following land use policies are 

proposed: 

 

 Appropriate and Coordinated Land Use Policies. Land uses have been planned and 

implemented at the Gotham City level, consistent with the goals, objectives and policies of 

the local agency’s comprehensive plan, zoning code, and permitting system. It is proposed 

that the regional MPO assist Gotham City through regional visioning sessions, to aid in 

coordinating plans among regional, state and local agencies in the region. It is proposed 

that Gotham City provide a tax relief program to encourage industrial development and 

redevelopment consistent with regional goals. It is proposed that Gotham City and the 

MPO use the Connecticut Urban and Industrial Reinvention Tax Credit Program model to 

work with the private sector to reduce conflicts by establishing buffers between industrial 

and sensitive land uses, influencing location and design decisions through zoning tools, 

preserving existing industrial land uses, and promoting context-sensitive solutions for site 

and building design. 

 Effective Transportation Systems and Services. It is proposed that the transportation 

element of the Gotham City Comprehensive Plan contain strategies that provide for 

freight-exclusive transportation facilities including truck lanes, direct highway connections 

to Freight Line 1 and Freight Line 2 (see appendix A) and to freight facilities located in the 
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warehouse districts, and the reduction of at-grade rail crossings. These strategies should 

be aimed at improving transportation system safety and limit the potential impacts of 

freight movement on the safety and quality of life of the public in Gotham City. It is also 

proposed to work with Freight Operators to expand the Short Line and to provide mixed 

future operations for freight within the Passenger Line. 

 Effective Operations and Management Policies. Impacts may be reduced by encouraging 

off-peak deliveries, promoting anti-idling technologies to reduce emissions impacts, 

creating “quiet zones” along Freight Line 1 and Freight Line 2 and future expansion on 

Short Line and Passenger Line (Appendix A) that pass through residential areas; and 

reduce, or mitigate airplane noise through airport site planning that is sensitive to 

neighboring land uses. 

 Local Government Education and Outreach. Lack of awareness is a key reason that logistics 

needs are not often considered in planning and development decisions. It is proposed that 

Gotham City staff be supported by MPO and DOT staff to educate public officials and the 

public through workshops and high level symposiums regarding freight benefits; providing 

technical assistance to officials to develop appropriate plans and codes; assisting freight-

generating businesses to understand and mitigate existing or potential impacts.  Local, 

regional, and state governments can foster a common understanding of freight and land 

use issues among all stakeholders at the table. 

 Sustainable Freight Strategies. It is proposed that the plan include strategies to develop 

freight clusters in a manner that reduces the environmental and community impacts. 

Alliance, Texas, Freight Village is an example of sustainable freight land use strategies 

which is proposed in Gotham City, other sustainable freight strategies also includes 

industrial preservation, and brownfields redevelopment. 

 Encourage Urban Redevelopment and Brownfield Rehabilitation. Encourage development 

that reflects Smart Growth principles.  Incorporate environmental planning objectives into 

transportation and land use decisions.  

 

B. Governance 

 

Sound governance is a key factor in order to properly plan, design, fund, construct, maintain 

and operate freight within the City of Gotham.  Governance refers to the group of entities 

which assume the responsibility for freight activities and collaborate on these activities at the 

local, regional and state level. Identified by the BA Task Force and Steering Committee, several 

possible governance models were identified within the literature and include Decentralized, 

Regional Rail Federation, Regional Rail Authority and Consolidated Regional Rail. In the study 
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area we are dealing with a Decentralized governance structure, with three rail providers 

having separate governing boards, and joint participation agreements for inter-jurisdictional 

operation. In order to coordinate services and joint initiatives, the following are the proposed 

and prioritized strategies: 

 

 Local government can conduct traffic access and impact studies, with public meetings 

incorporated within the studies; perform site planning reviews; develop or analyze truck 

routes; review the comprehensive plan to ensure land set aside for industrial uses is 

adequate and appropriate; use overlay zones with form-based or performance-based 

criteria; enforce loading zone and parking regulations; involve the private sector in 

developing site design standards; and provide guidance to developers. 

 Regional agencies can lead regional visioning and goods movement studies; create regional 

freight plans to define key freight mobility goals and land use priorities; create model 

ordinances and best practices for local government use; create corridor or subarea plans 

that consider freight needs and impacts; and work with rail, air, and waterborne freight 

planners to determine needs at regional terminals; and promote universal ticketing and 

integrated fares. 

 

SunRail (Orlando) Locomotive within Freight Livery 

 

 State of Confusion government can help address freight needs by providing a vision for 

planning, guidance and funding to regional and local staff at Gotham City. Strategies 

include: consideration of freight issues in statewide long-range transportation plans; 

including freight mobility as a criterion in project selection processes; taking freight needs 

into account in highway design; developing corridor and subarea plans to address 
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congestion and safety issues; and working with local zoning authorities to ensure 

consistency with state planning goals and minimizing conflicts between adjacent land uses 

in separate local jurisdictions. 

 Private-Sector Freight Stakeholder planning actions include: participating in and 

commenting on local, regional, and state transportation plans and studies; participating on 

freight planning committees; offering opportunities for public-sector officials to learn 

about business and operations and participating in public private partnerships on key 

freight projects. 

 

C. Funding 

 

Agency Operators of Freight Line 1 and Freight Line 2 have expressed interest in improving the 

existing Short Line to enhance operations into the existing Warehouse District, and exploring 

freight movements along the Passenger Line.  Funding rail expansion projects tends to be in 

the multi-millions to billions of dollars and requires extensive coordination and large funding 

investments. In this sense, it is recognized that several funding sources should be explored 

including the following:  

 Federal funding: Federal funding programs and financing tools can be used to facilitate the 

planning, development, and implementation of freight transportation projects.  

 State funding: State funding sources, financing tools, and institutional arrangements can 

raise dollars to fund freight improvements and/or match grant funds. Funding sources 

include user fees and/or tolls, dedicated taxes, special taxing and assessment districts, and 

equity and in-kind contributions.  

 Local funding: Gotham City will work with developers and provide tax credits within freight 

clusters and other incentives within the land development regulations.  Areas targeted for 

economic revitalization will include tax incentives such as sales and use tax credit, tax 

refund for business machinery and equipment used in an enterprise zone, sales tax refund 

for building materials used in freight clusters, and a sales tax exemption for electrical 

energy used in freight clusters. 

 Public-Private Partnerships:  Public-private partnerships (PPP) refer to contractual 

agreements formed between a public agency and private sector entity that allow for 

greater private sector participation in the delivery of transportation projects.  
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Figure 1 – Public-Private Partnerships Options 

 

Source: FHWA.  

 The FHWA guidebook “Financing Freight Improvements” (January 2007) identifies a 

number of potential Federal and State funding strategies and mechanisms which will be 

explored in more detail for projects to be advanced under this initiative. 

o http://ops.fhwa.dot.gov/freight/publications/freightfinancing/freightfinancing.pdf 

o This resource also identifies numerous case studies which will be evaluated in more 

detail to extrapolate lessons learned and best practices when developing the 

regional rail plan.   

 Funding Best Practices: 

o To identify funding options for freight infrastructure and transportation 

improvements the following case studies identify best practices for funding freight 

infrastructure and transportation: 

 TIFIA Direct Loans - ReTRAC in Reno, Nevada, a 2.3-mile-long trench through 
downtown Reno to carry the mainline tracks of the Union Pacific Railroad, 
eliminating conflicts with street traffic and reducing other community 
impacts of rail traffic. The project, completed in 2005, was conducted by the 
city.  
 

 TIFIA Direct Loans - The Alameda Corridor in Los Angeles County, California, 
a 20-mile grade-separated rail line operated by the Alameda Corridor 
Transportation Authority, connecting the Ports of Los Angeles and Long 
Beach to rail yards of the BNSF and Union Pacific Railroads, completed in 
2002. Trains to and from the ports avoid the older, more circuitous railroad 
branch lines, eliminating 200 grade crossings and increasing train speeds. 
The intended benefits are to reduce conflicts between rail and street traffic, 
reduce air pollution, facilitate on-dock and near-dock transfer of containers 
to rail in order to reduce truck transport, and provide capacity for future 
growth of traffic (Transportation Research Board, Special Report 297). 
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D. Corridor Preservation 

 

To develop regional freight improvements, lands along the proposed regional freight 

improvement corridor and mixed modal routes should be preserved for future expansion and 

development. Other land development along the proposed freight corridors should be 

prevented in such a way that the future freight and modal line or improvements are not 

compromised.  It is proposed that compatible transportation facilities such as bicycle paths, 

pedestrian paths and greenway preservation, should be included in the future freight and 

modal corridor provided such facilities do not impair the ability to develop the right-of-way for 

freight and passenger services. 

 

Resources and Best Practices 

A. Supporting Data Sources 

 

In order to conduct the analysis, several data sources will need to be consulted in order to 

both evaluate existing conditions and derive the viability of potential solutions. 

The following data sources will be key in the initial stages of analysis to provide a framework 

from which appropriate solutions will be derived: 

 Gotham MPO Travel Model Data – using locally adopted methodology to project future 

population and employment this data models existing and future traffic counts for cars, 

trucks, and rail in the study area 

 Census Data – Decennial Census and America Community Survey data will display basic 

statistics and historical trends on how economic and transportation flows are occurring in 

the study area 

 FAF Data – will provide historical estimates on tonnage, value and movement of various 

commodity types to frame the historical market conditions for this analysis 

 Transportation Research Board Publications – will be used to guide the use and analysis of 

existing data from other sources 

 Port of Gotham Data – the amount of existing and projected moves are already being used 

to help inform the Gotham MPO Travel Model but will also be looked at individually to 

evaluate impacts on larger travel patterns. Additionally, the value of the commodities 

HYPOTHETIC
AL



Page | 21 
 

moved will be evaluated to identify benefits to particular sectors and to evaluate the 

economic impacts of proposals 

These initial data sources will be augmented by an overview of the regional and national 

market contexts to identify which business ventures and commodity flows stand to see 

significant growth through the goals of this analysis. Different commodity types have different 

supply chains and the local Gotham network will play a different role in the movement of 

these supply chains. Rail has a competitive advantage when there is an appropriate balance of 

load factor, distance, and volume. Whereas trucking traditionally seeks to balance time, 

customer need, and cost. Air transport is best utilized for high value, time-sensitive 

commodities of lower weight. Depending on the commodities that have a potential to move 

through the study area and the markets they are trying to reach; different emphases should be 

placed on the solutions.    

B. Best Practices from Other Locations 

 

Also key in this analysis is a review of similar studies from other locations. As part of this 

analysis the plans below will be reviewed. Key best practices are listed below: 

 San Francisco Bay Area Regional Rail Plan 

o Rail transit and focused transit-oriented developments must go hand in hand in 

order to be successful and supportive of one another. 

o Rail infrastructure must be expanded to accommodate growth in passenger and 

freight traffic in the Bay Area. 

o The right technology should be used with the right corridor. 

o Institute a new overarching governance structure for delivery of rail services. 

 Midwest Regional Rail Initiative 

o Passenger Rail should be an integral component of the Midwest’s transportation 

system and the transportation system for the entire nation. 

o Federal funding for rail initiatives is not guaranteed – reiterate a message to the 

federal government that appropriate guarantees of federal funding are necessary 

to the development of passenger rail. 

o Operating costs for passenger rail corridor service are currently seen as a state 

responsibility; encouragement of the federal government to allow federal funds to 

be used for offset passenger rail operations is in everyone’s best interest. 

HYPOTHETIC
AL



Page | 22 
 

o Early and continued state collaboration with freight railroads is key to the success 

of harmonious passenger rail movements on freight networks. 

 Colorado State Freight and Passenger Rail Plan 

o Explore new state and local funding sources for rail-related programs, 

infrastructure and services even if currently not enabled/funded through state 

legislature such as a short line railroad assistance program. 

o Create a forum for local rail stakeholders to meet and discuss issues and ways to 

increase coordination and public involvement. 

o Facilitate meetings among the Colorado Office of Economic Development, Class I 

and short line railroads, regional economic development agencies and 

representatives of various economic sectors, such as agriculture, defense, energy 

and tourism to explore win/win opportunities to grow the Colorado and 

local/regional economies. 

o Ensure rail initiatives are integrated and coordinated with other modes of 

transportation through increased coordination with the MPO and their long-range 

transportation plans. 

o Monitor and maximize use of existing infrastructure. 

o Position the state of Colorado for federal funding through adoption of a state rail 

plan. 

 Washington State 2010-2030 Freight Rail Plan 

o Because the majority of passenger rail services run on rail owned by Class I railroads 

and freight volumes are increasing in Washington state, infrastructure 

improvements and operational changes will be needed to accommodate projected 

growth in freight and passenger traffic and to support a competitive rail freight 

environment. 

o Washington State invests heavily in system preservation which allows regional and 

small railroads to provide a vital role in the state’s transportation system and 

economic well-being. 

o Good port rail access (trains that can get in and out of a rail facility without delay to 

the facility, the train or other rail operations on a rail line) is essential to the 

competitiveness of a port. 
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o Good intermodal service is key to the competitiveness of a port – this can include 

inland ports that are complimentary to seaports both with good rail access. Other 

good intermodal service can be provided by on-dock or near-dock intermodal, rail-

to-barge, truck-to-grain elevators, rail-to-bus and airports.  

 Chicago Region Environmental and Transportation Efficiency Program 

o Local and national implications of failure to address rail capacity issues are 

enormous. 

o Reduction in passenger rail to freight rail conflict points is key to several initiatives 

to include: increasing efficiency and reliability of rail service in and through the 

Chicago region; reducing delay and congestion of all modes; and safety across the 

Chicago Region. 

o Upgrades to rail traffic operations would benefit the efficiency and reliability of rail 

service in and through the Chicago region and a reduction in delay and congestion 

of all modes. 

o Improvements to rail operations and logistics will improve freight operations by 

allowing for a reduction in the size of inventories required to be kept by rail 

customers and maximization of freight rail customer responsiveness and flexibility 

to their own customers. 

o Improvements to rail operations and logistics will benefit the wider transportation 

network by reducing the investment in new highway construction, increasing travel 

time savings for all modes of transportation, and reducing accidents and associated 

costs of safety issues. 

 FDOT Rail System 2010 Policy Plan 

o Key to the goal of increased safety and security on Florida’s rail network is 

coordination on security and emergency response plans. 

o In order to address quality of life and environmental stewardship issues through rail 

planning, rail planning must be integrated with transportation and land use plans at 

state, regional, and local levels. 

o Continued state investment in infrastructure and service – particularly to short line 

railroads is critical to the maintenance and preservation of Florida’s rail network. 

o Long-term identification and preservation of rail corridors and rights-of way are 

important for future appropriate use. 
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o Increase public awareness and education surrounding rail issues to include rail 

safety education and education on the environmental benefits of rail. 

o Strengthening coordination with economic development organizations is key to 

ensuring rail investments support and spur desired economic growth. 

o Funding of rail needs can be accomplished by identification of new and innovative 

revenue sources and financial tools such as public-private partnerships. 

 

 
Locomotive in West Palm Beach Passenger Station 

 

C. Financial Models 

 

Employment of a host of funding strategies will be critical in order to realize the benefits of the 

analysis. Various financing models exist and the best option for the solutions chosen as a result 

of this analysis will be a combination of funding sources and approaches. Securing funds for 

strategies will occur in an iterative fashion. Ideally, a “stable” funding source will be identified 

first and will be leveraged to access additional funding sources. A brief overview of several 

funding sources and their role in this stable-leveraging equation is noted below. 

 Local – If the political climate is conducive, this is the best source for “stable” funding 

sources. Local funding can be leveraged as matching funds to access much larger sources 

of funding and partnership. Examples include: 

o Transportation Bond 

o Transportation Utility Fees 

o Sales Tax 
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 State – The political climate and legislative environment are most sensitive here. Examples 

include: 

o Gas Tax 

o Sales Tax 

o Special legislation/appropriations 

 

 Federal – Federal funding sources require a large amount of reporting requirements but 

can typically be leveraged at an 80/20 or 90/10 split. When initial documentation has 

occurred (NEPA, design) several 100% grants periodically become available. Partnership 

with local funding sources is critical for utilization of federal funds. Examples include: 

o TIGER Grants 

o STP Funds 

o TAP Funds 

o FTA Funds 

o TIFIA Loans 

 

Regional Freight Rail Plan: Conclusion and Next Steps 

This report is intended to be the first step in identifying and describing the substantial work effort 

required to develop a regional rail plan for the State of Confusion and Gotham City in order to 

evaluate available options to optimize the use of rail options in the economic development region.  

Upon adoption of this Freight Plan proposal, the following activities are anticipated to advance to 

the development of a comprehensive rail plan which, in coordination with stakeholders, identifies 

beneficial and specific projects and initiatives to implement in order to ensure a successful 

utilization of the economic development zone initiative.  

1) Develop cost estimates and scopes of work for consultant procurement 

2) Launch outreach campaigns to solicit stakeholder input 

3) Develop refined Purpose and Needs for Rail Plan 

4) Identify conceptual alternatives/initiatives 

5) Collect data (as necessary) 

6) Conduct a feasibility study to evaluate passenger and freight rail sharing options 

7) Refine alternatives/initiatives and prioritize projects 

8) Prepare Alternatives Analysis and Funding Report  

9) Submit project development letters to state legislatures 
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Appendices 

 

Appendix A: Gotham City Economic Development Zone Map 

Appendix B: Sample Evaluation Matrices  

Appendix C: Assumptions 
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Appendix A: Gotham City Economic Development Zone Map 
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Appendix B – Sample Evaluation Matrices  

Impact Area 
Impact Level: L (Low), M (Medium), H (High) 

Positive Impact (Green)    Negative Impact (Red) 

No-Build Initiative 1 Initiative 2 Initiative 3 Initiative 4 

Air Quality H M L L H 

Community M M L M H 

Cost (Direct) to 
Implement 

none L M H H 

Economic Development H H M L M 

Energy / Greenhouse Gas L H M H H 

Hazardous Waste none M M L H 

Historic none H H H L 

Land Use L L M M L 

Noise / Vibration L M M L H 

Parks none none L M none 

Phased Constructability none L M L H 

Rail - Freight Services M L M M M 

Rail - Passenger Services L H H none H 

Roadway - Congestion H M M M M 

Safety M M M M H 

Water bodies none L L L M 

Wildlife none M L M H 

Visual M H H H M 

 
 
 

Stakeholder 

Impact Level: L (Low), M (Medium), H (High) 
Positive Impact (Green)    Negative Impact (Red) 

No-Build Initiative 1 Initiative 2 Initiative 3 Initiative 4 

Stakeholder #1 none M none L H 

Stakeholder #2 M M L none H 

Stakeholder #3 none L M H none 

Stakeholder #4 L H M L none 

Stakeholder #5 L none L H H 

Stakeholder #6 none M M none M 

Stakeholder #7 none none H H L 

Stakeholder #8 M L M none L 

Stakeholder #9 none M L L M 

Stakeholder #10 none none none M none 

Stakeholder #11 L L M L H 

Stakeholder #12 L L M none M 
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Appendix C – Assumptions 

This project report is in fulfillment of the capstone project component of the 2014 Freight 

Academy.  The content of this report is an outline of a proposed Rail Plan, not the actual Rail 

Plan.  The intent of this project is to provide the framework, or scope of work for a final rail 

plan that addresses the given hypothetical problem statement. 

The outline is presented from the perspective of the BA Task Force, a state-level committee 

organized to craft policy recommendations and provide executive level guidance.   

The following assumptions have been made for the purposes of this report:  

1. Low clearances are roads that are under state jurisdiction 

2. Freight RRs are competing w/ each other  and therefore do not wish to readily share 

track resources with each other or with transit 

3. Transit agency is a commuter passenger rail service 

4. Transit rail is currently within one MPO region 

5. Passenger service is commuter rather than regional. 

6. TranSearch data will be available via the state’s effort towards establishing a statewide 

freight plan. 

7. Freight specific funding will be available to the states in the next transportation bill. 

8. Regional airport within vicinity of project area to generate additional demand for 

ridership. 

9. Operating plans for passenger train schedules and speeds are achievable through 

cooperative agreements. 

10. Funding for planning, construction and equipment procurement is available to support 

the implementation schedule. 
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RAIL PASSENGER AND FREIGHT 
DEVELOPMENT

CAPSTONE Project Team #4 - BA Task Force
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Dionne Richardson, DOT - FL 

Susan Stitt, DOT - IL
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BA Task Team: Why are we Here?

Tasked to:

– Develop 

• An approach for creating a regional rail plan for Gotham 
City 

• Scope of work for procuring consultant services to aid plan 
development

• A budgetary needs request for rail plan development

– Form a steering committee to guide plan 
development

– Update the state rail plan for this region
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BA Task Team: Composition

• Established by the State of Confusion DOT

• Consists of public agency professionals

• Varied discipline expertise

– Transportation, Rail, Freight, Financial, and Policy HYPOTHETIC
AL



Background: State of Confusion
Policy Environment

• Economic Development Initiative implemented
– Establishes Tax Free zones 

• Gotham City was a selected area

– Promotes new and expanding businesses 

• Developing a Statewide Freight Plan
– Leverage economic development zones
– Includes development of a regional rail plan
– Requires coordination with the Gotham MPO

• Relocation negotiations underway
– Targeting national level warehousing and distribution chains
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Background: State of Confusion
Physical Environment

• Significant existing rail infrastructure
• Legacy of prior industrial and passenger rail 

services
• 3 Class 1 rail operators in the state
• Access to Navigable Waterways for commerce 
• 2 Major ports

– Gotham City
– Genesisville
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Gotham City Re-development Zone
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Gotham City Strengths
• Location

– Major port facility with rail access
– Intersecting Interstate systems that service multiple state 

freight corridors
– Existing passenger and freight rail infrastructure
– Business and warehousing zoned districts

• Strong Workforce
• Strong Community Identity
• State Economic Development Initiative

– Tax Free Zone
– Warehouse and Distribution Centers potentially relocating 

to area
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Regional Rail Plan:
Critical Elements

1. Identifies preliminary issues requiring more in-
depth investigation

2. Identifies an outreach and involvement plan

3. Identifies potential infrastructure improvements to 
investigate further for feasibility (roadway, 
passenger and freight rail modifications)

4. Identifies potential best practices to 
explore/implement
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Regional Rail Plan:
Critical Elements (cont.)

5. Identifies plan development and analysis needs

6. Develops an approach for project prioritization

7. Identifies Support Strategies

8. Identifies potential data sources needed or 
available

9. Identifies next steps needed
HYPOTHETIC
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Gotham City Rail Plan
Purpose and Need

• Purpose

– Provide a framework for rail services

– Leverage rail to serve as a key driver of the 
economic development initiative

– Promote the utilization of rail options to maximize 
benefits HYPOTHETIC
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Gotham City Rail Plan
Purpose and Need

• Needs
– Improve connectivity between the intermodal freight 

generators

– Leverage and improve infrastructure in the tax-free 
economic development zone

– Improve commuter rail services

– Identify opportunities to optimize and balance the 
needs between freight and passenger rail services. 

– Minimize and mitigate congestion and air quality 
impacts
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Gotham City Rail Plan:
Preliminary Goals and Objectives

1. Markets Gotham City’s strengths to prospective businesses 

2. Honors existing business needs

3. Promotes a balanced freight and passenger rail integration strategy

4. Identifies data gaps

5. Identifies rail line deficiencies, missing links, and bottlenecks 

6. Identifies necessary rail line and potential roadway project upgrades

7. Develops an approach for an information outreach campaign 

8. Prioritizes projects, determines financial needs, and schedules 
implementation steps 

(Subject to change pending input during the public outreach campaigns)
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Gotham City Issues

• Issues requiring additional investigation

– Transportation Concerns

– Community Impacts

– Environmental Impacts

– Waterfront Impacts

• Outreach efforts objective

– Identify additional concerns and issues not 
identified in this initial assessment
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Transportation Concerns - Rail

• Balancing the needs of Freight and Passenger Rail 
– Freight Rail

• Current facilities operating near capacity
• Potential optimization routes owned by commuter rail
• Low clearance on short line accessing the port and existing 

warehousing district 
• At-grade crossings
• Commuter line weight capacity

– Passenger Rail
• Underserved communities
• Determination of expansion potential for passenger rail
• Potential routes owned by freight rail lines
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Transportation Concerns - Roadway

• Roadway Operations

– Congestion

– Bottlenecks

– Safety Impacts

– At-grade rail crossings
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Community Issues

• Economic Development

• Congestion and Safety

• Air Quality

• Noise Pollution

• Light Pollution

• Livability
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Environmental Issues

• Brownfield Contamination

• Air Quality non-attainment

• Wetlands HYPOTHETIC
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Waterfront Issues

• Increased Noise and Congestion impacts to:

– Historic Properties

– Niche Businesses & Restaurants

• Water Quality 

• Wildlife

• Waterborne Freight impacts 
HYPOTHETIC

AL



Stakeholder and Public Outreach

Input and Data Collection Efforts

• Methodologies

– Steering Committee input and resources

– Public Meetings

– Surveys 

– Information DisseminationHYPOTHETIC
AL



Stakeholder and Public Outreach

• RR Company  1 & 2

• Association of American Railroads

• Gotham City RTA

• Amtrak

• Gotham City Port Authority

• Associations: Trucking, Shippers, 
Manufacturing, Retail, Agricultural

Public Involvement Activities: 

Steering Committee and Subcommittees

• Mayor of Gotham City
• Gotham City Chamber of 

Commerce
• Environmental Agencies: EPA, 

Army Corps, Wildlife & 
Fisheries

• Government: DOT, FHWA, 
FRA, FTA

• Regional MPOs

HYPOTHETIC
AL



Stakeholder and Public Outreach

Public Involvement Activities: Public Meetings

• Public Kick-off Meetings
– Provide initial information on rail plan initiative 

– Identify potential impacts

– Solicit input

• Intermediate Meetings 

– Solicit comments on draft projects and plan document

• Public Close-out Meeting

– Present final plan 
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Stakeholder and Public Outreach

Public Involvement Activities: Surveys

• Project Website
– Online surveys and polls

– Project email inbox

• Questionnaires
– Mailings

– Public Meetings

• Data needs:
– Freight, transit, business, and community impacts

– Congestion, bottlenecks, safety concerns, air quality, noise

– Passenger rail ridership and potential station locations
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Stakeholder and Public Outreach

Public Involvement Activities: Information Dissemination 

• Project Website

– Main source of information

• Conventional Media Outreach

– Newspapers, radio, local television news outlets

• Social Media

– Optimize distribution to public to provide info on meetings  
and steer towards project website
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Potential Infrastructure 
Improvement Strategies: Roadways

• Study to identify infrastructure improvements 
needed for re-development districts

– Interchange access improvements

– Truck friendly operational improvements and facilities 

– Elimination of at-grade crossings

– Increased vertical clearances to allow double stacks

– Signal optimization
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Potential Infrastructure 
Improvement Strategies: Railways

• Feasibility study for passenger ridership and revenue
• Spur expansion may facilitate development
• Evaluation of passenger rail expansion strategies

– New routes connecting residential and redevelopment district
– Purchase of existing freight rail lines
– Construction of parallel lines within existing rail ROW
– Shared track agreements with freight rail lines

• Evaluation of freight rail optimization strategies
– New short lines within redevelopment district
– Shared use of passenger lines

• Could require infrastructure upgrades

– Construction of parallel lines within existing rail ROW
– Elimination of at-grade crossings
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Potential Best Practices to Explore

• Off-Hours Delivery programs
• Intermodal Logistics Centers
• Coordination with freight stakeholders (private and 

public)
• Coordination with local, regional, and state planning 

initiatives – reaching the wider public
• Investigate creative funding opportunities
• Benefits of improved infrastructure for freight and   

passenger rail operations
• Benefits to other transportation modes
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Plan Development and Analysis Needs

• Develop evaluation criteria for prioritizing initiatives 
and concepts 

• Present preliminary concepts for input and evaluation
• Solicit additional project ideas or initiatives 
• Consolidate ideas and present to stakeholders for 

ranking and scoring
• Perform impact analyses for initiatives considered
• Perform a Cost/Benefit analysis for initiatives
• Project advancement to development and 

implementation phases
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Evaluation Matrix – Impact Areas
(sample only)

Impact Area

Impact Level: L (Low), M (Medium), H (High)
Positive Impact (Green)    Negative Impact (Red)

No-Build Initiative 1 Initiative 2 Initiative 3 Initiative 4

Air Quality H M L L H

Community M M L M H

Cost (Direct) to Implement none L M H H

Economic Development H H M L M

Energy / Greenhouse Gas L H M H H

Hazardeous Waste none M M L H

Historic none H H H L

Land Use L L M M L

Noise / Vibration L M M L H

Parks none none L M none

Phased Constructibility none L M L H

Rail - Freight Services M L M M M

Rail - Passenger Services L H H none H

Roadway - Congestion H M M M M

Safety M M M M H

Waterbodies none L L L M

Wildlife none M L M H

Visual M H H H M
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Evaluation Matrix – Stakeholders
(sample only)

Stakeholder

Impact Level: L (Low), M (Medium), H (High)
Positive Impact (Green)    Negative Impact (Red)

No-Build Initiative 1 Initiative 2 Initiative 3 Initiative 4

Stakeholder #1 none M none L H

Stakeholder #2 M M L none H

Stakeholder #3 none L M H none

Stakeholder #4 L H M L none

Stakeholder #5 L none L H H

Stakeholder #6 none M M none M

Stakeholder #7 none none H H L

Stakeholder #8 M L M none L

Stakeholder #9 none M L L M

Stakeholder #10 none none none M none

Stakeholder #11 L L M L H

Stakeholder #12 L L M none M
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Feasibility Analysis: Preliminary 
Conceptual Projects and Initiatives

• Roadway Improvements

– Dedicated ramp connections to development areas

– Truck Only Lanes

– Managed Lanes

– Intersection improvements

• Off-Hours Delivery Programs
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Feasibility Analysis: Preliminary 
Conceptual Projects and Initiatives

• Vertical Clearance Roadway Adjustments

– Create a double stack capacity corridor

• Identify potential future rail spur locations for 
warehousing and distribution center hubs

• At-grade rail crossing elimination strategies

• Identification of parallel rail facilities.
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Feasibility Analysis: Preliminary 
Conceptual Projects and Initiatives

• Rail line sharing, purchasing, or exchanges
– Significant preparation work needed before presenting proposals to  

railroad companies
• Utilize methodology from NCHRP Report 657  “Guidebook for Implementing 

Passenger Rail Service on Shared Passenger and Freight Corridors” 
• Conduct a revenue and ridership  feasibility study

– Alternative options to explore
• Freight railroad hosts commuter or Amtrak services
• Time separated shared track rights for different tracks
• Sale or exchange of ownership for rail lines
• Shared ROW or corridors for parallel tracks 

– Coordinate with freight carriers to identify incentives to encourage 
participation

– Identify necessary track upgrades
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Support Strategies

• Land Use Strategies

• Governance Strategies

• Funding StrategiesHYPOTHETIC
AL



Land Use Strategies

Six preliminary land use strategies were 
identified by the BA Task Force:
• Aligning and coordinating land use policies to 

promote the economic development initiative

• Effective Transportation Systems and Services

• Effective Operations and Management Policies

• Education and Outreach

• Sustainable Freight Strategies

• Urban Redevelopment and Rehabilitation
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Governance Strategies

Potential governance model streamlining 
initiatives:
• Studying local government traffic access, management, 

and enforcement policies and their impacts

• Coordination of regional agencies’ planning activities

• State-level vision of freight objectives and providing 
assistance to local agencies to implement

• Engage Private-Sector Freight stakeholders in planning

• Aligning the goals and objectives at all levels to work 
together. 
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Funding Strategies

Potential sources include: 

• Federal funding

• State funding

• Local funding

• Public-Private PartnershipsHYPOTHETIC
AL



Supporting Data Sources

Key data sources for analysis stages: 

• Gotham MPO Travel Model data

• Census Data

• FAF

• Transportation Research Board Publications

• Port of Gotham Data
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Next Steps – Consultant Procurement

Upon Executive Committee’s Concurrence to 
Proceed

• BA Task Team will:
1) Develop consultant services scope of work

2) Develop cost estimates for Rail Plan development 

3) Present cost estimate to Executive Committee for 
funding allocation request

4) Advertise for consultant services
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Next Steps – Rail Plan Development

1) Launch outreach campaigns to solicit stakeholder 
input

2) Develop refined Purpose and Needs for Rail Plan
3) Identify conceptual alternatives/initiatives
4) Collect data (as necessary)
5) Conduct a feasibility study to evaluate passenger 

and freight rail sharing options
6) Refine alternatives/initiatives and prioritize projects
7) Prepare Alternatives Analysis and Funding Report 
8) Submit project development letters to state 

legislatures
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Open Discussion and 
Questions

Thank you for your Time
HYPOTHETIC
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