Capstone 1
HYPOTHETICAL
The River Has to Close
Your region has an abundance of agricultural and mining activities. These activities rely on effective
bulk movement to cost competitively serve markets outside the area. Currently, the bulk of the
movements are accomplished via barge on the major Academy River, which has helped move goods
since the area was established. Freight infrastructure in the area also consists of several rail lines and
yards, along with interstate roadways. The barge and rail freight facilities, including the silos and
docks are privately owned and operated.
The locks and dams on the River are managed by the US Army Corps of Engineers (USACE). The
USACE has recently determined that three central locks and dams must be rebuilt, which will take
about six months to a year. No traffic will be able to move on the River during that time. The good
news is that barring a major disruptive event, the Corps can postpone undertaking the work for about
18 months.
As a result of a recent statewide Economic Development initiative, lured by ten year tax abatements
and access to a labor force that would be attracted to jobs of this nature, along with a variety of modal
choices including nearby interstate systems, rail and the Academy River, a number of distribution and
warehouse centers have been built and are operating in the area servicing regional and national
markets. These facilities have been fairly successful in crafting agreements with the rail industry for
competitive or in some cases, lower rates, as well as utilizing trucking heavily.
Your responsibility is to work with the shippers and transportation providers to ascertain how this
planned closure can be managed in such a manner that the supply chain disruptions are minimized.
Communities are also concerned about the potentially large increase in freight rail and truck traffic that
may result, along with potential loss of jobs during the closure. Despite the impending closure of the
River, the Governor recently announced he will potentially be bringing in two large distribution
companies within the next few months, which should be fully operational just about the tie that the
Academy River is set to close. Businesses, especially the distribution and warehouse industry, are
worried about the increased competition for rail and highway capacity with the River closing and now
with additional competition for freight resources as the newly located businesses will be coming on
line.
Your team has been tasked to work as a liaison between the public sector agencies (DOT, USACE,
Economic Development) and the various industry segments (rail, trucking) as well as the private sector
stakeholders (distribution/warehouse, etc., ) during this time.
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HYPOTHETICAL


Identify the stakeholder groups and how you will assemble them. Identify concerns and issues
these various stakeholders might have.



Identify the working groups of public agencies that need to be assembled.



Identify how the agencies can involve the private sector businesses and freight transportation
providers in planning and operations before, during and after the River closure.



Assess projections on the impacts of the closures in terms of the additional demands on the
other modes while the closures are in effect. What data sources might you need to accomplish
this?



Outline your community participation and outreach strategies to inform the public and
stakeholders about the project, gather input and provide updates on project status



Develop and provide recommendations on mitigation strategies that might be considered.

HYPOTHETICAL

CAPSTONE 1:
“The River Has to Close”
An Academy River Lock Rehabilitation Project
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Executive Summary
Academy River Lock Rehabilitation Project: The US Army Corps of Engineers (USACE) is
dedicated to working to provide safe and reliable transportation solutions for the Nation’s waterways
and coordinating with the transportation modes to accomplish benefits for our Nation’s
transportation needs. As part of these efforts, USACE has determined that three (3) central locks and
dams on the “Academy River” must be rebuilt which is expected to take 12 months. This rebuilding
effort will be completed as part of the USACE sponsored Academy River Lock Rehabilitation Project
that the USACE plans to award in the Fall of 2016. No barge traffic will be able to utilize the River
during this time. In addition, a number of new warehouse and distribution centers have recently been
built and are currently operating in the area under strong and competitive rail/truck agreements that
serve both regional and national markets. The USACE has tasked the Department of Transportation
(DOT) to develop, a communication plan that will notify and engage partners, stakeholders, and the
public in a transparent and collaborative environment.
As the Department of Transportation (DOT), it is our intent to work with the USACE project
managers, shippers, transportation providers and community leaders to ascertain how the planned
“Academy River” closure can be managed to minimize supply chain disruptions and impacts to the
regional economy
This final report summarizes how the planned “Academy River” closure can be managed to minimize
supply chain disruptions and impacts to the regional economy as well as the proposed framework to
ensure effective and efficient community participation and outreach.

Communication Plan Recommendations

1. Develop an Academy River Lock Rehabilitation (ARLR) Outreach Plan that includes the
creation of a Task Force made up of identified federal, state and local stakeholders and a
Project Management Team (USACE, Contractor, State Department of Transportation, etc.)
that together champion and lead the delivery of various community participation and outreach
strategies.
2. The Task Force and Project Management Team (PMT) partner together to deliver an ongoing
collaborative and coordinated public outreach work effort with federal, state and local project
stakeholders to discuss and consider the value of the following mitigation opportunities:
 Shift water mode share to all rail mode share during the closure.
 Shift all barge operations from ports around locks 1, 2 and 3 to ports around lock 4.
 Ensure that no more than 3.4 new distribution and warehouse facilities be added to the
network at current capacity.
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 Provide post development incentives for new warehousing facilities after Lock and Dam
reconstruction
 Develop a needs and opportunities assessment plan that establishes goals and objects
3. Develop and manage a transportation plan during closure.
A detailed summary of the recommendations is presented on pages 17-19 of the report.

Overview
Problem Statement
The US Army Corps of Engineers (USACE) has determined that three (3) central locks and dams on
the Academy River must be rebuilt. As the Department of Transportation (DOT), work with shippers,
transportation providers and community leaders to ascertain how the planned “Academy River”
closure can be managed to minimize supply chain disruptions and impacts to the regional economy.

Highlights
Shifting water mode share to the balance of truck and rail leads to:
 A 12% increase of bottlenecks and failure of traffic flow between freight facilities for the core
roadway network.
 A 12% increase in bottlenecks on a truck-dependent network would lead to 223,044 Kilotons
of delayed freight.
 Also, the shift leads to a volume increase of 0.03% and a LOS decrease from C to D resulting
in less impact on the railway network LOS.
 Construction is planned for Spring 2017 through Summer 2018 to minimize impacts

Concerns
 Will closing of the locks disrupt the transportation infrastructure and result in a significant
failure of the system?
 Will closing of the locks disrupt the supply-chain and result in a reduction in reliability of
freight mobility?
 Will this disruption in the transportation infrastructure and supply-chain lead to a negative
offset in the area’s economy?
 Will closing of the locks inhibit growth in the area for distribution and warehousing activity?
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Hypothetical Project Location and Regional Description
Current Conditions
Before analyzing the impacts of the study area, the study area had to be defined by geographic
characteristics, social-economic context, and the transportation and freight network system. Data
sources gathered were primarily national datasets disaggregated to create focus on the study and
impacted areas. Some of datasets included were Federal Highway Administration Freight Analysis
Framework (FAF), National Transportation Atlas Database (NTAD), and U.S. Army Corp of
Engineers Locks Performance Monitoring System Database. Tools and methodology used to analyze
the data included ESRI ArcMap which was used to conduct spatial analysis of the study area and to
provide visual depiction through mapping; and Microsoft Excel and Access which were used to
manipulate and calculate the data in tabular form. Base year for the analysis was 2007 FAF dataset
which was used as the principal dataset for the analysis. The data analysis Objectives are listed in the
Methodology section below. Methodology Equivalents can be found in Appendix A7a.

Study Area
Academy River Network:
 103 Navigable Miles
 20’ Deep Channel
 6 Locks and Dams
 20 Ports

Geographic

Analysis revealed a study area boundary made
up of approximately 1,136 square miles of
predominately urban area, and an impacted
area boundary of 807 square miles within the
study area. Within the impacted area
boundary, there is a core area of
approximately 129.6 square miles that
contains a high concentration of freight
activities; the freight activities are closely
associated with the 103 navigable miles of
Academy River that runs through the core.
See Appendix A1a and A1b for the
geographic maps.

Social & Economic Conditions
The population is estimated at 3.2 million making it 2,823 people per square mile. Gross Domestic
Product Output (GDP) is $193 billion with $21.6 billion in Exports. Total Employment Estimate is
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2.3 million; the graph below shows Transportation and Warehousing accounting for 3% and other
key industries such as manufacturing and farming account for 8%, and 0.7% respectively.

Employment
Percentages
by
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Other Nonfarm
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1500000

2000000

Source: US Dept of Commerce BEA

Methodology

Based on the problem statement, empirical data was gathered and analyzed to establish a profile of
the current conditions and perceived impacts derived from the closure of the locks. In addition,
conducting a series of scenario analysis was also used to identify possible mitigation for the impacts
and provide support for mitigation implementation. The objectives for analysis included:
 Determine if the transportation infrastructure would experience significant system
disruption or failure during closure of the locks.
 Measure supply-chain system disruption or reduction in freight mobility and optimize
reliability during closure of the locks.
 Identify the impacts of disruption in the transportation infrastructure and supply-chain
would have on the area’s economy.
 Determine how growth in the area’s distribution and warehousing activity will be inhibited
during the closure of the locks.
After addressing these objectives through data and analysis, the findings were used to formulate the
final profile and recommendations for mitigation.
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Review of Existing Infrastructure
Existing Transportation and Freight (Highway) Infrastructure:
The current roadway network has 312 centerline miles of Interstate, Arterials, and Local roads. Using
Volume-to-Capacity ratios (VC) 1 to measure Level-of-Service (LOS) 2 , the current roadway
infrastructure experiences free flow of traffic on half of the network, congestion on one-third of the
network, and severe congestion on one-sixth of the network. Expectedly, a majority of the severe
congestion occurs around the core where most of the freight activity occurs. The graph below shows
the LOS profile; see Appendix A2 for the transportation characteristics map.

Highway LOS Miles by Network Percentage
F = 55 mi.
18%

A, B, C = 147 mi.
47%

E = 100 mi.
32%
D = 10 mi.
3%
Source: Freight Analysis Framework

1’ Volume-to-Capacity ratios (VC): Current traffic volume vs the maximum number of vehicles, passengers, or the like, per unit time, which
can be accommodated under given conditions with a reasonable expectation of occurrence
2’ 1LOS is a qualitative measure of the road user’s experience as it relates to traffic flow/congestion; in this case the measure is based on the
following volume-to-capacity ratios .00-.20 = A; .20-.40 = B, .40-.70 = C; .70-.80 = D; .80-1.0 = E; >1.0 = F.
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Existing Transportation
and Freight (Railway)
Infrastructure
The study area railway network has 391
miles of railroad including 81% of Class
I and 19% of Others (Class II, III, &
shortlines). As with the roadway
infrastructure, VC was used to measure
LOS for rail; however, the railway
network experiences free flow at a LOS
C and below on the entire network even
around the core. (See Appendix A2)

RR Type by Miles and Network Percentage
Others = 73.5
19%

Class I = 317.7
81%
Source: National Transportation Atlas Database

Existing Transportation
and Freight (Freight
Facilities) Infrastructure
The study Area freight facility network
consists of seventy-seven ports, hubs,
distribution centers and warehouses;
the facilities are well connected between
the roadway, rail networks, and the
river. Not surprisingly, truck mode is
the most common mode for the
connectivity throughout the network.

Freight Facilities by Network Percentage
TRUCK - PORT - RAIL
4%

TRUCK & TRUCK
4%

AIR & TRUCK
11%

INDEPENDENT PORT
18%
RAIL & TRUCK
27%

RAIL
9%
PORT & TRUCK
1%

PORT
26%

Source: National Transporation Atlas Database
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Existing Transportation and
Freight (Freight Flows)

Freight KTons by Mode Share Percentage

Annual freight-flows are 4.4 million Kilotons
(Ktons) for water, rail, and truck modes. The
graph shows the mode share for each of the
modes with truck having a very large portion
at 72%, rail at 23%, and water at 5%.

Water, 195324,
5%
Rail, 1023179,
23%

Truck,
3141940, 72%

Source: Freight Analysis Framework

Existing Transportation
and Freight (Commodity
Flows)
The study area annual commodity flow
within the locks are 396 Ktons; the
commodity flow accounts for both upbound and down-bound flows. The
graph shows the percentage share for
each of the commodities that move
through the locks each year. Farm and
Chemical products account for a large
portion at 74% leaving a small portion
for fuels and manufactured products.

Locks Commodity Flow Percentages
All Manufactured Equipment and Machinery
1%

Chemicals and
Related
Products
37%

Food and Farm
Products
41%

Primary
Manufactured
Goods
12%

Crude Materials,
Inedible, except Fuels
9%

Source: USACE Locks Performance Monitoring Database
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Impacts
After analyzing the defined geographic characteristics, social-economic context, and the transportation
and freight network system of the study area, closing of the locks would likely lead to the following
impacts.

Disruption to the Transportation Infrastructure:
The transportation roadway infrastructure will be disrupted resulting in a significant failure of the
system specifically around the core. Shifting water mode share to the balance of truck and rail leads
to a 12% increase of bottlenecks and failure of traffic flow between freight facilities for the core
roadway network. On the other hand, the shift leads to a 57% volume increase on the railway network
from LOS C to D but has little impact on the rail capacity. (See Appendix A3)

Disruption to the Supply Chain:
As a result of the increase in bottleneck and failure of traffic flow, disruption of the supply-chain and
reduction in freight mobility reliability occurs. The impacted area has 1.8 million Ktons by truck; as
such, a 12% increase in bottlenecks on a truck-dependent network would lead to 223,044 Ktons of
delayed freight.

Negative Offset to the Economy:
Disruption to the roadway network and
supply-chain systems has a negative offset to
Freight KTons by Mode Share Percentage
(Impacted)
the study Area’s economy. Applying a multiregression analysis, it can be concluded with
Rail, 643077,
95% confidence that for every $1 of Gross
26%
Domestic Product (GDP) gained by the
Transportation and Warehousing industry,
$45 is gained in the overall GDP; and for
every one (1) employee gained by the
Transportation and Warehousing industry,
there is a -$1.6 gained in the overall GDP.
Therefore, when plugging in the 5% water
mode share percentage as a negative factor
Truck,
(removing the water share) into the
1858707, 74%
regression, and comparing the value with the
Source: Freight Analysis Framework
actual, we can predict that there is a $7,091
reduction in the overall GDP: -$7,091 =
66,329 – 73,420. In short, closing the locks would affect the transportation industry employment, and
thus, GDP leading to a drop of $7,091. The $7,091 reduction is an offset to the economy however,
it is 3% of the overall study area’s GDP
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Where y=a=b1+b2; and y=y2-y1
Actual

Predicted

y1 = 73,420

y2 = 66,329

a = 73,420 (y intercept)

a = 73,420 (y intercept)

b1 = 45 (1*Trans industry GDP)

b1 = -280 (-1*(Trans industry GDP*.05))

b2 = -1.6 (1*Trans employment)

b2 = -3,458 (-1*(Trans employment*.05))

Inhibit Distribution and Warehouse Growth:
As with disruption with the supply-chain, closing of the locks would inhibit growth in distribution and
warehousing activity; no additional volume can be added to the current roadway network capacity and
conditions. After reopening the locks and the conditions normalize, the disruption would have a
short-run affect if no more than 3.43 new facilities are added to the network at current capacity; more
than 3.4 new facilities would have the same impact as closing the locks and shifting the share balance
to truck and rail.

Public & Private Sector Engagement
Public Sector Involvement
The public sector and its agencies are the owners and providers of much of the transportation
infrastructure that connects public and private facilities. As such, its members are responsible for the
operation and maintenance of public transportation infrastructure. The below are public sector
stakeholders that will be impacted:
 United States Department of Transportation (USDOT)
 Federal Highway Administration (FHWA) is an agency within the U.S. Department of
Transportation that supports State and local governments in the design, construction, and
maintenance of the Nation’s highway system (Federal Aid Highway Program) and various
federally and tribal owned lands (Federal Lands Highway Program). Through financial and
technical assistance to State and local governments, the Federal Highway Administration is
responsible for ensuring that America’s roads and highways continue to be among the safest
and most technologically sound in the world.


3

Federal Railroad Administration (FRA) promotes safe, environmentally sound, and
successful railroad transportation to meet the needs of all customers today and tomorrow.

The network has seventy-seven facilities and 4.4 million Ktons which results in 56,629 Ktons per facility or 1.3% increase to the network.
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 State Department of Transportation (SDOT) is the State Agency that is charged with the
responsibility for construction, ownership, and maintenance for the State Highway System.
 Lower Academy River Regional Transportation Authority (LARRTA) is the public agency
that operates in accordance with state statue and is responsible for transportation planning for the
area of and surrounding areas of the southern part of the Academy River.
 Academy River Authority (ARA) is the public agency that operates in accordance with state
statute and is responsible for working out issues and problems of operation of the Academy River.
It has seven (7) commissioners, two (2) from each county and one (1) appointed by the governor.
 Pierre County is one of the three counties the Academy River traverses in the southern part of
the state affected by the project.
 Summit County is one of the three counties the Academy River traverses in the southern part of
the state affected by the project.
 Wheeler County is one of the three counties the Academy River traverses in the southern part of
the state affected by the project.
 State Economic Development Agency (SEDA) was developed to promote a strong and
growing state economy, encourage business investment and job creation, and support diverse,
prosperous local economies across the state through the efficient use of loans, grants, tax credits,
real estate development, marketing and other forms of assistance. SEDA is the state’s primary
agent for economic development, dedicated to making State an attractive place in which to live,
work and do business. SEDA works in partnership with the public and private sectors to create
an environment that spurs innovation and economic development.
 The County Industrial Development Agency (CIDA) is a not-for-profit public benefit
corporation of the State. The Agency's primary goal is to encourage economic growth and
expansion through financial incentives, thus advancing the job opportunities, health, general
prosperity, and economic welfare of the people of the County and the State. The Agency offers
businesses financial incentives in the form of tax-exempt and taxable bonds to cover the cost of
construction, rehabilitation, and equipping for a wide range of commercial and industrial projects

Resource Agency Involvement
Resources Agency coordination is required to determine potential impacts to natural and cultural
resources. The coordination with Agencies prompts actions including investigations that may lead
to Memorandums of Agreements and Mitigation Plans. The following Resources Agencies have
been identified for coordination for this project:
 United States Fish and Wildlife Service is the Federal Agency responsible of conserving,
protecting, and enhancing fish, wildlife, and plants and their habitats for the continuing benefit
of the American people.
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 United States Department of Interior is the Federal Agency that protects America’s natural
resources and heritage, honors our cultures and tribal communities, and supplies the energy to
power our future.
 United States Environmental Protection Agency is the Federal Agency responsible to
protect human health and the environment by writing regulations, setting standards, enforcing
regulations, and helping companies understand the requirements.
 United States Army Corps of Engineers is responsible for investigating, developing, and
maintaining the nation’s water and related environmental resources.

Private Sector Involvement
Private sector involvement is paramount to the successful transition prior to and during any lock
closures. Outreach efforts and private sector involvement will need to take different forms
throughout the process. Since the closure will send a ripple effect throughout the different markets,
a maximum amount of time is needed in order to ease the impact by planning a strategic path in order
to minimize the effects of the closure.
A majority of the freight moved on the Academy River consists of agriculture and bulk mineral barges
such as soybean, grains and cement moving down the river in order to export to global markets while
petroleum shipments and other bulk shipments such as fertilizers head up the river in order to supply
regional markets. The warehouse and distribution centers that recently located within the region
depend heavily on land-based freight movements. Freight moving to and from these warehouses and
distribution centers are primarily shipped by truck followed by rail. When rail is used, a majority of
the time truck movements are involved to transport the freight between a rail yard and the different
recipient’s locations.
Due to the amount of business impacted in the private sector, many different professional groups that
represent businesses throughout the region should be considered to participate in any planning activity
that includes information outreach such as workshops, stakeholder input, surveys or representation.
The following private sector stakeholders will be impacted; see the appendix A6a for descriptions:










Academy River Waterway Association
State Soybean and Corn Growers Association
State Grain Growers League
Academy River Portland Cement Association
Academy River Shippers Association
Regional Academy River Warehouse and Logistics Council
State Motor Truck Association
Owner Operator Independent Drivers Association (OOIDA)
State Railroad Association
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A task force made up of representatives from the different stakeholder groups listed above will be
used to help guide the project. They will be used as one mechanism to transfer data and information
from the Project Management Team (PMT) that includes USACE, Contractor, State Department of
Transportation, etc., to the stakeholders and vice versa for the duration of the project. The PMT will
use this group for valuable input on certain phases of the planning and construction of the project
such as scheduling of start times to alternative routes around the project and the transportation plan.
In turn the PMT can provide information to the task force that would allow users to make decisions
based on the information such as schedule updates and designated truck routes.
The Stakeholder task force will work with the PMT in order to develop a framework that supports
and guides the agenda for public meetings. The task force will run the meeting so that the meetings
can run smoothly and effectively while collecting feedback from the public.

Community Participation and Outreach Strategies
The Academy River Lock Rehabilitation (ARLR) Outreach Plan will offer an appropriate schedule
and format to best inform the general public about the project as well as gather public input. Feedback
relative to circulation and detours during the project as expressed by the community will shape the
goals, objectives, and recommendations of the overall Academy River closure.
The geographic focus of the Academy River Lock Rehabilitation project will be along the Academy
River from River Road Extension to the south to the Sweetwater Road to the north, incorporating
connections for the traffic management plan to downtown Annie, the Town of Dottie, and the nearby
Town of Mary Grace. The degree to which nearby communities and businesses can or should be
included in the study area is subject to the discretion of the ARLR Task Force. It is anticipated that
various Public Outreach strategies will be utilized to engage the impacted project area and keep them
informed as project benchmarks are reached during the design through the construction phase.

Public Outreach
Public involvement is considered to be a central component that will directly influence the outcome
and success of the project. Communicating Academy River Lock Rehabilitation goals to federal, state
and local project stakeholders will therefore be an important consideration. This project will develop
and utilize a variety of tools and methods in order to assure that all interested parties receive adequate
notice of project events and important project benchmarks and are made aware of draft materials that
require review. The following tools and methods will be used in order to achieve this goal of effective
and engaging public involvement:
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Community Contact List: The ARLR Task Force, in conjunction with the consultant, will prepare,
update and maintain a community contact list. This list will include the names, addresses, telephone
numbers, and email addresses of individuals and organizations with a stake in the project. The list will
be used on a regular basis to keep the contacts informed of overall project progress.
Communication and Outreach Tools: It will be the goal of ARLR Task Force and the planning
consultant to communicate project goals, concepts, ideas and other issues to stakeholders in a clear
and effective graphical manner. Appropriate communications formats and methods will be used to
facilitate communication with the public. These communication methods will utilize a mix of graphic
and narrative approaches. Renderings and digital displays will be used to visually show stages of the
improvement as well as before and after scenarios.
Public Notification: The project team will discuss and develop adequate measures that will provide
all members of the public with adequate notice of project events and important benchmarks. This will
include sending out project progress flyers or brochures for local distribution, direct mailings of print
materials, email notifications, website postings, and press releases to be issued to local media (with an
emphasis on media outlets that have a large local circulation).
Project Website: The project management team will provide data for the Academy River Lock
Rehabilitation project website to be maintained by the Bayou County Planning Department. ARLR
Task Force meeting agendas and summaries as well as all related project materials will be posted in a
timely fashion and be updated regularly. Draft documents, power point presentations, event notices
and other media will also be posted and disseminated through this medium.
e-Newsletters: The consultant team will generate full color quarterly e-newsletters, in digital and
hard-copy formats, to communicate progress updates and provide a summary of project deliverables.
A total of four (4) e- newsletters will be provided by the consultant team.
Mobile Workshops: The consultant team will create and provide project graphic and information
boards utilizing existing deliverables for use as mobile workshops and displays. The displays can
include comment forms and be placed at key local community locations such as the library, theater
lobby, etc.; or can be placed a key locations during special events.
Social Media Updates: The consultant team will create and provide project graphic information on
Social Media platforms such as Facebook and Twitter to provide updates on the project as it reaches
its benchmarks. The public stakeholders will have the opportunity to share their opinions and major
or trending concerns will be addressed during the Mobile Workshops, in the e-Newsletters and Public
Meetings.
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Transportation Plan: The State DOT will develop and manage a transportation plan during the
closure period that lays out strategies for managing the transportation system throughout the project
area and that provides overall economic benefit that can be achieved through alternative strategies
identified under the plan.

Visioning Process
The ARLR Task Force, in conjunction with the consultant, will be responsible for creating a Draft
Needs and Opportunities Assessment Plan for the Academy River project area, including the goals
and objectives for the future redevelopment of the project area during the ARLR Task Force
meetings. The Draft Needs and Opportunities Assessment Plan will be guided by information from
the public that was obtained during the initial public meeting/workshop as well as through NEPA
determination activities. This will be an iterative process, one that will require considerable
discussion and feedback within the ARLR Task Force and with the community at large through a
series of Task Force meetings and public workshops, the schedule and format of which is explained
below. A tentative meeting schedule has been developed that starts after DOT Commissioner
approval is anticipated.
Note: The specific formats of public meetings/workshops are subject to ARLR Task Force input.
The formats outlined below are intended as a general framework from which to build upon
through ARLR Task Force discussions.
Initial Task Force Kick-Off Meeting: The first ARLR Task Force meeting will be scheduled
for Spring 2017. The intent of this kick-off meeting is to familiarize the Task Force with an
overview of the project, discuss potential impacts and develop the general framework as guidance
throughout the project. The general framework will include initial concepts and the Draft Traffic
Management Plan (TMP) which will be referenced in the Draft Needs and Opportunities
Assessment Plan.
Public Meeting/Workshop: The first public meeting will be scheduled for Summer 2017. The
intent of this initial public “open house” will be to educate the public about the Academy River
Lock Rehabilitation project including the draft project boundary which will be open to discussion.
The public will be solicited to provide input on subjects such as community goals and objectives
and to discuss possible barriers and prospects regarding linkages between goods movement,
recreational resources, community gateways, and downtown. Upon completion of this initial
meeting the ARLR Task Force will have public input regarding the project boundary area and will
also have information to guide the Draft Needs and Opportunities Assessment Plan.
Refreshments will be provided at the meeting in an effort to encourage the participation of local
families, businesses and other residents with busy schedules that will be impacted by the project.
The workshop will take place in an “open house” format, providing the public with an opportunity
to casually visit and discuss the project with staff and committee members.
Task Force Kick-Off Meeting: The second Task Force meeting will be held in Fall 2017. The
purpose of this meeting will be to assess the public input from the first Public Meeting/Workshop
and discuss updates to the Draft Needs and Opportunities Assessment Plan including next steps.
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Public Meeting/Workshop: The second public workshop will be held in Winter 2017/January 2018.
The purpose of this workshop will be to sharpen or clarify the collective vision of the community.
The format will focus on reviewing and applying the information gathered from the first Public
Workshop and present all of the data, findings, and preliminary recommendations for public input.
The ARLR Task Force and the planning consultant will attempt to seek appraisal of any draft products
from targeted local community leaders, neighborhood groups, landowners, business owners and other
identified relevant stakeholders. The structure of this meeting can remain the same as Public
Workshop No. 1 or follow a variety of other formats, depending on the amount of information that
is needed.
Some other possible formats include:
• Key contact interviews
• Group focus meetings (targeted toward specific groups, such as business owners, area
homeowners, area youth/student leaders, etc.)
• Targeted version of break-out sessions utilized in the initial first Public Workshop
If further follow-up meetings are deemed necessary after Public Workshops No. 1 and 2, the
techniques and process used to gather additional information will be agreed upon by the ARLR Task
Force and the planning consultant.
Task Force Kick-Off Meeting: The third Task Force meeting will be held in Spring 2018. The
purpose of this meeting will be to assess the public input from the second Public Meeting/Workshop
and discuss the Draft Needs and Opportunities Assessment Plan. Key contact interviews and group
focus meetings will be held before the Final Public Forum to mitigate impacts and tweak the Traffic
Management Plan based on industry, residential and business community input.
Final Public Forum – Presentation and Review of Findings: A final public meeting will be held
in Summer 2018 with the intention of presenting project findings, which will be in the form of the
draft Academy River Lock Rehabilitation Plan. The public will be given an opportunity to review and
provide input on the completeness and accuracy of the draft traffic management plan during an
established public review period. The public will be urged to provide their input in their preferred
format: either in person at the public forum or in writing before, during or after the public forum,
either through letter correspondence or electronically.
Public comments received will be considered and incorporated into the final draft ARLR Outreach
Plan, as necessary and appropriate. All final products will require ARLR Task Force approval before
submission to the Army Corps of Engineers for final approval and request for funding its
implementation.
All public meetings will be advertised through one or more formats, including advance notice in
selected local newspaper(s) and through a combination of other media outlets, as necessary and
appropriate.
Task Force Kick-Off Meeting: The fourth and final Task Force meeting will be held in late summer
2018. The purpose of this meeting will be to debrief the full team on the public input from Final
Public Forum including any final follow-ups and discuss updates to the Final Draft Needs and
Opportunities Assessment Plan before construction begins.
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Recommendations
Recommendation #1: Develop an Academy River Lock Rehabilitation (ARLR) Outreach Plan be
developed that includes the creation of a Task Force made up of identified federal, state and local
stakeholders and a project management team (USACE, Contractor, State Department of
Transportation, etc.) that together champion and lead the delivery of various community participation
and outreach strategies.
The task force can be used as one mechanism to transfer data and information from the PMT to the
stakeholders and vice versa for the duration of the project. The PMT can use this group for valuable
input on certain phases of the planning and construction of the project such as scheduling of start
times to alternative routes around the project. In turn the project management team can provide
information to the task force that would allow users to make decisions based on the information such
as schedule updates and designated truck routes.
The goal for having a stakeholder task force is to lessen the impact of the project on the users by
allowing them input on the project giving them a sense of ownership rather than requesting input
through a non-personal method such as a questionnaire. The sense of ownership gives the group buy
in which then fosters relationships between other users in the group which may help in future efforts.
The Task Force should work with the project management group to provide oversight to the project.
The group can be a smaller unit of delegates from the larger stakeholder group that works with the
PMT in order to assist in developing scope, scheduling, and outreach plan.
Recommendation #2: The Task Force and PMT partner together to deliver an ongoing,
collaborative and coordinated public outreach work effort to discuss and consider with federal, state
and local project stakeholders the value of the following mitigation opportunities:
 Shift water mode share to all rail mode share during the closure, if financially feasible (see
Appendix A4a and A4b): Shifting water mode share to the balance of all rail leads to a decrease
from LOS C to LOS E on 39% of the rail network.
a. Advantages:
i.
ii.
iii.

Additional unused railway capacity is consumed that produce some
congestion but that does not disrupting the network; and
The current roadway network is relieved from additional capacity
consumption.
Tons of CO2 produced will decrease by 25 (= Truck, Rail, Barge – All Rail):
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Tons of CO2 Produced in the Study by Truck, Rail, and
Barge
35

Comparison of Tons of CO2 Produced: Converting
from Barge to Truck and Rail, and Converting from
Barge to All Rail
39

14
3
Truck

Rail

0.25
Barge

Truck & Rail

Rail

b. Disadvantages:
i. Agreements between companies within the industry will have to be made; and
ii. Contingencies may need to be developed if some modes can’t be shifted; and
iii. There will be an adjustment period for the operations shift including the need
for more materials and employment.
 Shift all barge operations from ports around locks 1, 2 and 3 to ports around lock 4 (see
Appendix A5a and A5b):
 The combined traffic of all four Locks is approximately twenty-one (21) barges a month upbound and down-bound; Lock 4 receives all commodity types that passes through the entire
study area; and Lock 4 is approximately eighty-five miles to the core freight activity area. There
are two (2) water ports and two rail spur (with Class I multiple railheads connections) within
two miles of the lock; and there are one (1) additional water port and one (1) additional rail
spur within eight miles of Lock 4. Additionally, there are two principle arterial with a network
of local roads that connect with the water ports and rail: the first principle arterial route is
seventy-eight miles leading into the study and core areas with 99% LOS C; and the second
principle arterial route is sixty-two miles leading into the study and core areas with 29% LOS
C and 68% LOS F. (see appendices 5a and 5b).
a. Advantages: This would relieve roadway and railway congestion for the study and
core areas by disbursing freight traffic to less congested routes.
b. Disadvantages:
i. Agreements between companies within the industry will have to be made;
ii. contingencies may need to be developed if some modes can’t be shifted
iii. There will be an adjustment period for the operations shift including the need
for more materials and employment; and
iv. Additional travel time may be required.
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 Ensure that no more than 3.4 new distribution and warehouse facilities can be added to the
network at current capacity; more than 3.4 new facilities would have the same impact as closing
the locks and shifting the share balance to truck and rail.
a. Advantages: This would increase area’s freight, trade and logistics operations.
b. Disadvantages:
i. Agreements between companies within the industry will have to be made; and
ii. There will be an adjustment period for the operations shift including the need
for more materials and employment.
Recommendation #3: A transportation management plan (TMP) will be developed to manage the
transportation systems and infrastructure throughout the duration of the closure.
a. Advantages: This would increase area’s freight, trade and logistics operations.
i.
ii.

The TMP lays out strategies for managing the transportation system
throughout the project.
Provides overall economic benefits may be achieved through alternate
strategies identified under the plan.

b. Disadvantages: Additional roads may need to be added to the plan that was not
added during the planning phase once the plan goes operational.

Appendix
Geographic Characteristics
 A1a:
 A1b:

Geographic Characteristics
Geographic Characteristics

Transportation Characteristics:







A2:
A3:
A4a:
A4b:
A5a:
A5b:

Current Conditions
Impact Conditions:
Impact Conditions:
Impact Conditions:
Impact Conditions:
Impact Conditions:

Truck and Rail
All Rail
All Rail
Before Shift to Lock 4
After Shift to Lock 4

Public and Private Outreach
 A6a:

Public and Private Stakeholders

Methodology Equivalents
 A7a:

1 Barge = 15 Jumbo trains or 58 Trucks

CAPSTONE 1: - NOVEMBER 2015

20

A1a:

Geographic Characteristics
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A1b:

Geographic Characteristics
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A2:

Current Conditions
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A3:

Impact Conditions: Truck and Rail
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A4a:

Impact Conditions: All Rail
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A4b:

Impact Conditions: All Rail
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A5a:

Impact Conditions: Before Shift to Lock 4
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A5b:

Impact Conditions: After Shift to Lock 4
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A6a:

Public and Private Sector Stakeholders

Academy River Authority (ARA) is the public agency that operates in accordance with state statute
and is responsible for working out issues and problems of operation of the Academy River. It has
seven (7) commissioners, two (2) from each county and one (1) appointed by the governor.
Lower Academy River Regional Transportation Authority (LARRTA) is the public agency that
operates in accordance with state statue and is responsible for transportation planning for the area of
and surrounding areas of the southern part of the Academy River
State Department of Transportation (SDOT) is the State Agency that is charged with the
responsibility for construction, ownership, and maintenance for the State Highway System.
Pierre County is one of the three counties the Academy River traverses in the southern part of the
state affected by the project.
Summit County is one of the three counties the Academy River traverses in the southern part of the
state affected by the project.
Wheeler County is one of the three counties the Academy River traverses in the southern part of the
state affected by the project.
State Economic Development Agency (SEDA) was developed to promote a strong and growing
state economy, encourage business investment and job creation, and support diverse, prosperous local
economies across the state through the efficient use of loans, grants, tax credits, real estate
development, marketing and other forms of assistance. SEDA is the state’s primary agent for economic
development, dedicated to making State an attractive place in which to live, work and do business.
SEDA works in partnership with the public and private sectors to create an environment that spurs
innovation and economic development.
The County Industrial Development Agency (CIDA) is a not-for-profit public benefit corporation
of the State. The Agency's primary goal is to encourage economic growth and expansion through
financial incentives, thus advancing the job opportunities, health, general prosperity, and economic
welfare of the people of the County and the State. The Agency offers businesses financial incentives
in the form of tax-exempt and taxable bonds to cover the cost of construction, rehabilitation, and
equipping for a wide range of commercial and industrial projects
Academy River Waterway Association (ARWA) is a collaboration of ports, businesses, public
agencies and individuals who combine their economic and political strength in support of navigation,
energy, trade and economic development throughout the Academy River region.
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State Soybean and Corn Growers Association (SSCGA) is a grassroots organization representing
corn and soybean producers' interests. The Association works to develop and expand markets, educate
members, and enhance public policy for corn and soybean growers in the State. The Association
sponsors research on corn and soybean production, utilization, and marketing; and hosts educational
programs on management, production, and marketing.
State Grain Growers League (SGGL) works to serve small farmers in the State. The grain league
provides its members with education and information on reliable markets, services and quality
products through a safety-oriented, profitable and innovative organization.
Academy River Portland Cement Association (ARPCA) is a regional not-for-profit trade
association that promotes the use of Portland and Masonry cements and concrete products.
Academy River Shippers Association (ARSA) is a membership organization that represents the
terminal operators, barge owners, dock workers and marine related businesses that operate the barges,
move cargo, and train and employ the workers in the Academy River freight network.
Regional Academy River Warehouse and Logistics Council (RARWLC) is an organization that
represents, educates and informs a diverse membership within the warehouse and logistics industry
which includes companies that provide many services: warehousing; fulfillment; reverse logistics;
transportation; freight-forwarding and brokerage services; inventory and supply chain management;
and a broad range of manufacturing and value-added services.
State Motor Truck Association (SMTA) is a non-profit member driven trade association
representing the interests of the motor truck industry. It was formed to serve, represent, and promote
the interests of the trucking industry by enhancing its image, efficiency, productivity and ability to
compete while keeping its members informed on regulations and other information that affects the
industry as a whole.
Owner Operator Independent Drivers Association (OOIDA) is the international trade association
representing the interests of independent owner operators and professional drivers on all issues that
affect truckers. They serve over 150,000 members to work for a business climate where truckers are
treated equally and fairly; promote highway safety and responsibility among all highway users; and to
promote a business climate and efficiency for all truck operators.
State Railroad Association (SRA) is comprised of all major freight carriers and short lines, nonoperating railroad owners, and associate members who operate or do business in the state. The
association represents the freight rails’ interest before federal, state and local government, business
leaders, and the public.
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United States Fish and wildlife Service (USFWS) is the Federal Agency responsible for conserving,
protecting, and enhancing fish, wildlife, and plants and their habitats for the continuing benefit of the
American people.
United State Department of Interior (USDI) is the Federal Agency that protects America’s natural
resources and heritage, honors our cultural and tribal communities, and supplies the energy to power
our future.
United States Army Corps of Engineers (USACE) is responsible for investigating, developing, and
maintaining the nation’s water and related environmental resources.
A7a:

Methodology Equivalents
 1 Barge = 15 Jumbo trains or 58 Trucks
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Overview
Description:
The U.S. Army Corp of Engineers plans to rebuild three locks and dams along the “Academy River” which will take 12 months
to rebuild. No barge traffic will be able to utilize the River during this time and the project will begin in 18 months. In addition,
a number of new warehouse and distribution centers have recently been built and are currently operating in the area under
strong and competitive rail/truck agreements that serve both regional and national markets.
Problem Statement:
As the Department of Transportation (DOT), it is our intent to work with the USACE project
managers, shippers, transportation providers and community leaders to ascertain how the
Planned “Academy River” closure can be managed to minimize supply chain disruptions and
impacts to the regional economy
Concerns:
 Will closing of the locks disrupt the transportation infrastructure and result in a significant failure of the system?
 Will closing of the locks disrupt the supply-chain and result in a reduction in reliability of freight mobility?
 Will this disruption in the transportation infrastructure and supply-chain lead to a negative offset in the area’s economy?
 Will closing of the locks inhibit growth in the area for distribution and warehousing activity?
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Study Area
Current Transportation Conditions
Before analyzing the impacts of the study area, the study
area had to be defined by geographic characteristics,
social-economic context, and the transportation and
freight network system. Data sources gathered were
primarily national datasets disaggregated to create focus
on the study and impacted areas.

Academy River Network:
 103 Navigable Miles
 20’ Deep Channel
 6 Locks and Dams
 20 Ports
 Population estimated at 3.2 million
 Total Employment Estimate is 2.3 million
5
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Locks and Dams
The maintenance needs of the aging infrastructure are
increasing at a rate much greater than the operations and
maintenance funding provided for the waterway system
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Background & Timeline
Current Statistics:
 Locks #1-3 are the oldest locks and dams and are
each over 70 years old
 The “Academy River” accommodated an average
of 396 kilotons 264 barge = 17.6 15-barge tows =
3,960 rail hoppers = 15,312 trucks) of freight
annually. Farm and Chemical products accounted
for 74% leaving a small portion for fuels and
manufactured products
 1 Barge = 15 Jumbo trains or 58 Trucks
 Closure will effect one major port, “Port I-95”

Timeline
Start – Spring 2017

Finish – Summer 2018
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Project Objective
Based on the problem statement, empirical data was gathered and analyzed to establish a profile of the
current conditions and perceived impacts derived from the closure of the locks. In addition, conducting a
series of scenario analysis was also used to identify possible mitigation for the impacts and provide support
for mitigation implementation. The objectives for analysis included:
 Determine if the transportation infrastructure would experience significant system disruption or failure
during closure of the locks.

 Measure supply-chain system disruption or reduction in freight mobility
 Identify the impacts of disruption in the transportation infrastructure and supply-chain would have on the
area’s economy.
 Determine how growth in the area’s distribution and warehousing activity will be inhibited during the
closure of the locks.
 Optimize the reliability of supply chain system during closure of the locks.
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Transportation & Supply Chain Impacts
As a result of the increase in bottleneck and failure of traffic flow, disruption of the supply-chain and
reduction in freight mobility reliability occurs.


Shifting water mode share to the balance of truck and rail
leads to a 12% increase of bottlenecks and failure of traffic
flow between freight facilities for the core roadway
network.



A 12% increase in bottlenecks on a truck-dependent
network would lead to 223,044 Kilotons of delayed freight.



Also, the shift leads to a 57% volume increase on the
railway network from LOS C to D but has little impact on
the rail capacity.
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Economic Impacts
Disruption to the roadway network and supply-chain systems has a negative offset to the study
Area’s economy.
 For every $1 of Gross Domestic Product (GDP)
gained by the Transportation and Warehousing
industry, $45 is gained in the overall GDP
 For every one (1) employee gained by the
Transportation and Warehousing industry,
there is a -$1.6 gained in the overall GDP
Impacts:
Closing the locks:
 Affect the transportation industry
employment, and
 Reduces GDP by $7.091 (billion)
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Employment Impacts
Workforce:
 69,163 Direct Transportation and Warehousing Jobs
 3,098 water mode operations
 15,908 rail mode operations
 49,836 truck mode operations
 604,486 Indirect and Induced Jobs including but not
limited to:
 88,991 Construction
 15,718 Farming
 190,101 Manufacturing
Impacts:

Removal of water mode (5% network activity):
 3,098 direct jobs lost and
 Approximately 30,224 indirect jobs
11/23/2015
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Public Sector Engagement
The public sector and its agencies are the owners and providers of much of the transportation
infrastructure that connects public and private facilities. As such, its members are responsible for the
operation and maintenance of public transportation infrastructure.
The below are public sector stakeholders that will be impacted:
 United States Department of Transportation (USDOT)
 Federal Highway Administration (FHWA)
 Federal Railroad Administration (FRA)
 State Department of Transportation (SDOT)
 State Economic Development Office
 Lower Academy River Regional Transportation Authority (LARRTA)
 Academy River Authority (ARA)
 Local Economic Development/Industrial Development Agencies
 Pierre County
 Summit County
 Wheeler County
11/23/2015
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Resource Agency Involvement
Resources Agency coordination is required to determine potential impacts to natural and cultural
resources. The coordination with Agencies prompts actions including investigations that may lead
to Memorandums of Agreements and Mitigation Plans.
The below are Resource Agencies that will be impacted:





United States Fish and Wildlife Service
United States Department of Interior
United States Army Corps of Engineers
United States Environmental Protection Agency (EPA)
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Private Sector Engagement
Private sector involvement is paramount to the successful transition prior to and during any lock
closures. Outreach efforts and private sector involvement will need to take different forms
throughout the process
The below are private sector stakeholders that will be impacted:











Academy River Waterway Association
State Soybean and Corn Growers Association
State Grain Growers League
Academy River Portland Cement Association
Academy River Shippers Association
Regional Academy River Warehouse and Logistics Council
State Motor Truck Association
Owner Operator Independent Drivers Association (OOIDA)
State Railroad Association
Port Operators

A task force made up of representatives from the different stakeholder groups will be used to help guide the
project
11/23/2015
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Community Participation & Outreach
The Academy River Lock Rehabilitation (ARLR) Outreach Plan will develop a customized schedule
and format to best inform the general public about the project as well as gather public input.
Feedback relative to circulation and detours during the project as expressed by the community will
shape the goals, objectives, and recommendations of the overall Academy River closure
The following tools and methods will be used in order to achieve this goal of effective and engaging
public involvement:








Community Contact List
Communication and Outreach Tools
Public Notification
Project Website
e-Newsletters
Mobile Workshops
Social Media Updates
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Public Meetings & Workshops
After receiving feedback from the DOT Commissioner the ARLR Task Force developed a tentative
meeting schedule. The specific formats of public meetings/workshops are subject to ARLR Task Force
input. The formats outlined below are intended as a general framework from which to build upon
through ARLR Task Force discussions.

A general Timeline is below:








Spring 2017
Summer 2017
Fall 2017
Winter 2018
Spring 2018
Summer 2018
Summer 2018
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Initial Task Force Kick-Off Meeting
Public Meeting/Workshop
Task Force Meeting
Public Meeting/Workshop
Task Force Meeting
Final Public Forum
Final Task Force Meeting

20

Speaker: Brad McMahon

11/23/2015

21

Recommendations
Recommendation

Tasks

Advantages

Disadvantages

Needs

#1: An Academy River Lock
Rehabilitation (ARLR)
Outreach Plan will be
developed that includes the
creation of a Task Force
made up of identified state
and local stakeholders and
a project management
team.

Partnership and Stakeholder
Outreach

Improved Communication Structure

Project gets bogged down in bureaucracy

Resources to support ARLR
development

#2: The Task Force and PMT
partner together to deliver
an ongoing, collaborative
and coordinated public
outreach effort.
(CONTINUED)

•

Shift as water mode share to all
rail mode share during the
closure (if financially feasible);
and

•

Additional unused railway capacity is
consumed that produce some
congestion but that does not disrupt
the network;

•

Agreements between companies within
the industry will have to be made;
contingencies may need to be developed
if some modes can’t be shifted

Partnership from industry

•
•

Shift all barge operations from
ports around locks 1, 2 and 3 to
ports around lock 4.

•

The current roadway network is
relieved from additional capacity
consumption;

There will be an adjustment period for
the operations shift including the need
for more materials and employment;

•

•
Tons of CO2 produced will decrease by
25; and

Additional travel time may be required.

•

We may not have much control over
shifting movements to private sector rail

•

10/14/2015

This would relieve roadway and railway
congestion for the study and core areas
by disbursing freight traffic to less
congested routes.
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Recommendations
Recommendation
#2: (continued)

Tasks
•

10/14/2015

Disadvantages

Ensure that no more than 3.4
new distribution and warehouse
facilities can be added to the
network at current capacity
during the closure; more than 3.4
new facilities would have the
same impact as closing the locks
and shifting the share balance to
truck and rail; and

•

This would increase area’s freight,
trade and logistics operations;

•

Agreements between companies within
the industry will have to be made;

•

Bring in new companies and industry
after construction is completed. This
can include new tax incentives, etc.
provided through Governor’s office at a
time when congestion has been
relieved;

•

There will be an adjustment period for
the operations shift including the need
for more materials and employment;

•

Existing funding or incentives may be
tied to fiscal year; and

•

Coordinate with SEDA and IDAs
to provide development
incentives for new warehousing
facilities after Lock and Dam
reconstruction.

•

SEDA and IDAs can borrowing money
through the issuance of tax-exempt
bonds enables the Borrower to access
the public market;

•

Incentives not conducive to Industry
needs who are looking to locate near the
Port right now.

•
•

Develop a needs and
opportunities assessment plan
that establishes goals and objects

Can provide incentives such as Real
Property Tax abatement Under state
law;

•

Encourage Governor’s Office, SEDA or
IDAs to provide incentives to either
locate in targeted areas or delay new
warehouse development until
construction is completed;

•

Lays out strategies for managing the
transportation system throughout the
project; and

•

Additional roads may need to be added
to the plan that were not added during
planning phase once the plan goes
operational.

•

Provides overall economic benefits may
be achieved through alternate
strategies identified under the plan.

The Task Force and PMT
partner together to deliver
an ongoing, collaborative
and coordinated public
outreach.

#3: Develop and manage a
transportation plan during
closure.

Advantages

Collaborative Transportation
Planning and Research

Needs
Partnership from industry

•

Resources needed to develop
Transportation Management
Plan.

•

Resources needed to inform
public to use 511 for project.
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The DOT Ask
Ask

Task

Needs/Requirements

• Access to Real Time Data

• Variable Message signs
• Purchase necessary data (Private Data)
• 5-1-1 website updates

• Further Data analysis

• Ongoing Website and Social Media Expert

• Continued transparency with the public

• Daily/weekly project updates to the public using social
media, etc.

• Economic Development Liaison (A Point Person)

• Provide Direct Coordination between Governors
office, State Economic Development Office and the
USDOT

• Dedicated person working from Day 1 with Authority
to make decision
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QUESTIONS

11/23/2015

25

