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EXECUTIVE SUMMARY

Background

In November 2017, the Consulting Team of CHANCE Management Advisors, Inc., Alta
Planning + Design, and The Harman Group was retained by the Northeastern Pennsylvania
Alliance (NEPA) to provide recommendations for improving parking and pedestrian
conditions in the tourist area of Jim Thorpe, PA. NEPA defined the study area as being
bounded by the Lehigh River to the east, High Street to the south, Broadway and West
Broadway, to the north, and a point approximating 371 West Broadway to the west. The
study area includes the following major elements:

B a surface parking lot owned and operated by Carbon County, PA (the County Lot) that includes
over 500 parking spaces, counting an unimproved area not owned by the County, but which

provides overflow parking during Jim Thorpe’s major events, such as the Fall Foliage Festival,
and Winterfest;

B 77 paid parking spaces along Broadway owned by Jim Thorpe Borough, and approximately 50
metered parking spaces along Lehigh and Susquehanna Avenues owned by Carbon County;

B the Lehigh Gorge Scenic Railway and train station, a major tourist destination, and metered
parking lot to the south of the station, and Hazard Square, the focal point of all pedestrian,
passenger and commercial vehicle traffic for Broadway, Lehigh Avenue to the north, and
Susquehanna Avenue to the south.
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Methods

The consulting team conducted observations of parking and pedestrian conditions in
December 2017, February 2018, and May and June 2018. The observations included
parking occupancy counts in the County Lot, the metered parking areas of Hazard Square,
and along the curb areas of Broadway and West Broadway. Merchants and visitors were
interviewed for their perceptions of parking availability as well as pedestrian and vehicular
safety issues. Time-lapsed videography was used to help determine problem areas for
pedestrian safety, and in particular where pedestrians crossed streets without the benefit of
effectively marked crosswalks.

The consulting team also held an initial meeting with members of the project committee,
where a number of concerns related to the above mentioned topics were raised, which also
helped focus selected consulting activities. In November 2018, a project update
presentation identifying preliminary findings was delivered in separate meetings to Carbon
County Commissioners, and to invited public officials and private citizens of Jim Thorpe
Borough.

A public meeting was held in July 2019 to present the Team’s findings, conclusions and
alternative solutions. At this meeting members of the Borough Council also were present,
and public concerns and other questions regarding the findings and alternatives were
addressed.

Lastly, in August 2019, a preliminary final report presentation to discuss alternatives for
implementation was delivered to members of the project committee, during which the Team
discussed the outline for an Action Plan that would implement the project’s
recommendations.

During the project, the Consulting Team also worked with past leadership of the Jim Thorpe
Tourism Agency on tactical solutions to vehicular congestion at the entry of the County Lot
on Lehigh Avenue, in Hazard Square, and along Broadway. Recommendations were made
regarding the placement of additional wayfinding signs (both static and electronic) along the
major routes to Jim Thorpe and the overflow parking area at Mauch Chunk Lake.

The Team also coordinated with officials of the Pocono Mountains Visitor Bureau, the Jim
Thorpe Borough Police Department, and officials of the Pennsylvania Department of
Transportation, Engineering District 5-0 (in Allentown), and also held a coordinating
conference call on preliminary recommendations with two of the Carbon County
Commissioners and NEPA representatives. Topics during these discussions included,
respectively:

B grant funding opportunities related to public information and logistical
enhancements;
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m the placement and types of residential permit parking regulations to help balance
residential and visitor parking access needs;

B traffic management and operational alternatives to alleviate congestion and improve
pedestrian safety in Hazard Square, and to improve vehicular throughput at the
County Lot, and

B the potential for increasing parking capacity at the County Lot by building a single
supported level of parking above the surface parking area.

During the project, attempts were made to obtain detailed site drawings for the area of the
County Lot traversed by the Delaware and Lehigh Trail to determine the effects on the
available parking supply; however, the Team was unable to obtain the drawings by the time
of the final presentation to the project committee. Lastly, a number of delays in the receipt
of requested data were encountered at various points in time that contributed to the
relatively lengthy period for project completion.

Summary Recommendations

An Action Plan provided as APPENDIX A was developed as a result of the findings,
conclusions, alternatives and recommendations is the primary deliverable from the project.
This Plan provides a blueprint for Borough and County officials to follow that will greatly
improve pedestrian safety, traffic congestion and parking conditions in the Hazard Square
area. Summaries of the key Recommendations follow.

Improve Driver Information

Vehicular and pedestrian safety can be improved and traffic congestion decreased along
both Susquehanna and Lehigh Avenues in the vicinity of Hazard Square through enhanced
public information, improved pedestrian crossing markings, and by more regularly diverting
parking during large events. Agencies such as the Pocono Mountains Visitors Bureau and
local businesses can play a vital role in the dissemination of improved information on their
own websites, and by placing public service ads (PSAs) in local and even regional papers,
radio stations, billboards / posters, etc. as appropriate.

Improve Wayfinding

Increased use should be made of both static and electronic signs to advise arriving visitors
of “Lot Full” conditions at the County Lot, and to communicate peripheral parking
alternatives in advance of key decision points along roadways. An attempt at this was
made through the Consulting Team’s recommendations to the Jim Thorpe Tourism Agency
prior to the Fall Festival of 2018.
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Implement Pedestrian Safety Improvements

The Consulting Team has recommended numerous specific locations for, and provided
illustrations of, traffic and pedestrian safety improvements that can be affected on Lehigh
Avenue, Susquehanna Street, Hazard Square, and along Broadway as well as East
Broadway. These include but are not limited to improved pedestrian guidance signs and
new and improved street markings that will calm traffic and improve pedestrian safety.

Make Greater Use of Peripheral Parking

Available parking resources at Mauch Chunk Lake and Jim Thorpe Regional High School
need to be employed more regularly for near-peak as well as peak event days, not only for
the extra-peak Fall Foliage Festival. This will require coordination among numerous entities,
including the Jim Thorpe Tourism Agency and its contracted shuttle operator, the Borough
Council, Police Department, School Board and High School administration. As an amenity
for shuttle riders, and to “shorten” the ride and make it more enjoyable, Tourism Agency
volunteers could ride the shuttles and serve as “docents,” providing welcoming comments
and information on Jim Thorpe Borough, and on its namesake, attractions and history.

Reduce Congestion at the Entrance to the County Parking Lot by Eliminating “Pay
on Entry” and by Making Roadway Improvements

It had been anticipated that by late 2019, the County would install “pay by plate”
paystations in the County Lot, although it presently is scheduled to occur in March, 2020.
This will eliminate the need for drivers to stop and pay when entering the Lot, greatly
speeding vehicle throughput and reducing roadway congestion at the Lot’s entrance during
peak events.

The Consulting Team recommended that during peak events, temporary traffic control
devices (cones or barricades) be positioned to create a third, middle lane, southbound along
Lehigh Avenue to reduce vehicle queueing for vehicles making left turns into the Lot. This
could be accomplished by temporarily prohibiting the parallel metered parking adjacent to
the Lot on the east side of Lehigh Avenue, which also would effectively create a northbound
lane for traffic exiting the Lot or traversing the entrance from Hazard Square. Additionally,
it was recommended for parking to be temporarily prohibited in the perpendicular metered
spaces south of the Lot entrance to create a dedicated entrance lane to the Lot for vehicles
traveling north from Hazard Square and making a right turn into the Lot. lllustrations of
these temporary modifications are included in Appendix B.

A late-February 2020 discussion with the Borough’s Chief of Police indicated that a modified
version of the above recommendations had been successfully implemented on a trial basis
for the President’s Day weekend event. Due to a concern to maintain a third lane for
emergency vehicle access, a left-turn into the Lot from Lehigh Avenue was prohibited, and
traffic was directed to circulate onto the one-way Hazard Square cart-way, and turn left on
Lehigh to subsequently approach the Lot from the south.
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The above concern for ensuring emergency vehicle access is duly noted. However, the
resulting increase in vehicle circulation around Hazard Square presents additional
congestion and pedestrian safety issues at this activity nexus, and additionally has the
potential to increase motorist delays. While use of the High School parking area with
shuttle service to the Hazard Square area has the potential to reduce traffic and congestion,
further examination and a potential test of the third lane / left-turn option - perhaps on a
non-peak day - should be considered

Enhance Cooperation Among Stakeholders and Form a Parking Sub-Committee of
the Borough Council

Perhaps the most essential element for realizing the potential improvements contained
herein is the degree of cooperation between the elected officials representing Jim Thorpe
Borough and Carbon County. Past history indicates such cooperation has been difficult to
achieve. However, a concerted effort to enlist the support of local and state elected
officials, regional tourist agencies, concerned citizens and merchants to foster this
cooperation and to focus on implementing the solutions contained herein began in the fall of
2019, and such efforts should continue.

A suggestion was put forward at the 27 August 2019 Alternatives Presentation meeting of
stakeholders to form a Parking Sub-Committee of the Borough Council to guide
implementation of the Study’s strategic and tactical recommendations. The Study Team
fully supports this idea.

Consider Increasing the Parking Supply

Presented in several APPENDICES are illustrations of a potential single-supported level of
parking on the County Lot (which may be referred to as a “parking deck”). With the
enhancements to the Lehigh Gorge Trail and the continued use of the Railway, tourism
levels are definitely anticipated to increase. While more frequent and expanded use of
peripheral parking supplies (with shuttle service to the Jim Thorpe tourist area) represents
the most economical approach to reduce congestion and maintain pedestrian and motorist
safety, increasing the supply of parking is another option that has various limitations,
opportunities and costs.

It has been widely acknowledged that siting opportunities for structured parking anywhere
along Broadway or East Broadway do not exist for both geophysical and land ownership
reasons. The County’s earlier plans to add an employee garage along Susquehanna Street
have heretofore ruled out shared use of the space by visitors during peak periods. The
possible development of Flagstaff Mountain as a tourist venue / parking alternative with
cable car access to Broadway may be feasible, although it also has the potential to increase
the demand for parking in and of itself. Thus, the remaining alternative of a single
supported level of parking above the County Lot should continue to be evaluated.
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Explore Grant Funding Opportunities

Grant funding opportunities should be explored, as the potential exists to financially support
many if not most of the recommendations addressed herein through congestion mitigation
and public safety initiatives. These could include enhanced wayfinding, public information,
shuttle service, pedestrian improvements, development of “apps” for real time parking
condition advisories, and even the potential funding (in part or in whole) of a parking
structure, as has been done in other Pennsylvania localities. APPENDIX B contains a list
(with hyperlinks) of selected grant funding websites and guidance.

Specific Findings and Recommendations

Specific findings and recommendations are provided in the Appendices to this Report, listed
in reverse chronological order with respect to their earlier provision to the Parking Study
team.

Appendix A: Parking and Complete Streets Action Plan for Jim Thorpe
Appendix B: Alternatives Presentation to the Project Committee, 27 August 2019

Appendix C: Public Presentation of Findings and Alternatives, 18 July 2019
(post-presentation version)

Appendix D: Complete Streets Assessment (Detailed Recommendations on Pedestrian
Safety) by Alta Planning + Design, 21 June 2019

Appendix E: Project Update / Initial Presentation of Findings, 13 November 2018
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Action Plan: Parking Analysis and Complete Streets Evaluation for Jim Thorpe, PA As of:

The following Action Plan presents both near and long-term activities to effect recommendations contained in the Consulting
Team'’s final PowerPoint presentation to the Study Project Committee on 27 August 2019. The Status and Next Steps columns
have been left blank so that the Plan can be used a working document, to be updated as needed to manage implementation of
the various recommendations.

Ref. | Action Lead Responsibility Status Next Steps

(Open, Pending,
Completed, etc.)

1 Form Parking Committee to implement Borough Council

recommendations from report through Designee

Borough Council approval
2 Coordinate with PennDOT and Carbon County Chief Schatz
,,,,,,,,,, officials, as needed, on the following:
2a - using both lanes for entry of vehicles to
,,,,,,,,,,,,, County Lot through peak influx period
2b - converting to “pay on exit” cashiering

pending the kiosk installation, so that the
exit queue forms within the Lot

2c - creating a left-turn lane on southbound
Lehigh Avenue in front of the County Lot
entrance to expedite traffic movement into
the Lot

2d - prohibiting meter parking on Lehigh Avenue
north of the County Lot entry/exit lanes, to
expedite northbound traffic movement

2e - testing all of the above recommendations
prior to Fall Foliage

3 Negotiate with the Jim Thorpe Area High Borough Council
School to permit use of the parking lots as Designee / Parking
peripheral parking with shuttle transport to Committee / Mayor

the County Lot

4 Expand transportation shuttle contract for Michael Rivkin / Jim
Mauch Chunk Lake to include Jim Thorpe Area | Thorpe Tourism Agency
High School
CHANCE Management Advisors, Inc. Northeastern Pennsylvania Alliance
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Action Plan:

Action

Parking Analysis and Complete Streets Evaluation for

Lead Responsibility

Jim Thorpe, PA

As of:

Status Next Steps

(Open, Pending,
Completed, etc.)

5 Procure (purchase or rent) static and Shared responsibility:
electronic signs to direct visitors to peripheral | Parking Committee /
parking areas, locating the signs at key Borough Council; Michael
decision points along major roadways leading Rivkin; Pocono Mountains
to Jim Thorpe Visitors Bureau (PMVB)

6 Increase public information to promote Parking Committee / JT
peripheral parking through a combination of Tourism Agency / PMVB
print ads, local radio public service
announcements, and both official and private
merchant websites

6a Prepare request for grant funding to support Parking Committee
the public information initiatives

7 Establish a priority list to test Complete Chief Schatz, in
Streets recommendations (see Appendices) in | coordination with
critical pedestrian areas, particularly with PennDOT and the Parking
roadway painting of crosswalks, painted Committee
“bump-outs”, etc. (Note:

8 Install roadway speed humps and signs along Parking Committee
Race Street, at a minimum

9 Establish residential permit parking (RPP) Parking Committee
areas along High Street, Race Street, and
selected areas of West Broadway
(consideration should be given to RPP-only
regulations to prohibit visitor parking, or
time-limited parking where closer to
commercial areas to permit visitor parking)

10 Test RPP “override” regulations along West Chief Schatz / Parking

Broadway by installing meters or kiosks within
the RPP (this will optimize use of curb space
for visitor turnover parking, while allowing
unrestricted parking periods for permit
holders)

Committee

CHANCE Management Advisors, Inc.

Northeastern Pennsylvania Alliance
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Action Plan:

11

Action

Monitor parking availability, traffic and
pedestrian conditions in the wake of the
preceding ten actions; then, along with
projected vehicle counts and tourism levels
(to be obtained through coordination with the
appropriate tourism agencies), assemble the
parking demand and financial data that will
help determine the timing and feasibility for
constructing a single supported level of
parking on the County Lot

Parking Analysis and Complete Streets Evaluation for Jim Thorpe, PA As of:

Lead Responsibility

Parking Committee, in
concert with the Jim
Thorpe and Pocono
Mountains tourism
agencies, the Carbon
County Planning
department, and other
entities as appropriate

Status Next Steps

(Open, Pending,
Completed, etc.)

CHANCE Management Advisors, Inc.

Northeastern Pennsylvania Alliance
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PARKING ANALYSIS AND
COMPLETE STREETS EVALUATION
FOR JIM THORPE, PA

Steering Committee Meeting s
Wane
Jim Thorpe, PA EEEEE&:HAANCE

Tuesday
27 August 2019

Additional slides included post-meeting

11P
HARMAN GROI[E
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Preface to Steering Committee Meeting

Presentation (1 of 2)

B This presentation contains post-meeting and other new
slides not included in the previous meeting of 18 July
2019, including:
dA recap of the meetings and site visits to date (on the next page)

dFindings and recommendations to address certain residential
parking problems raised during the public presentation, and

dSuggestions to reduce traffic congestion along Lehigh Ave. and
Susguehanna St. leading to the entrance of the County Lot

.
Welcome to «
The Boroughof BE~gm.
< A . g
Jim Thorpe n
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Preface to Steering Committee Meeting

Presentation (2 of 2)

W27 August 2019 was the fourth meeting for CMA in Jim
Thorpe and the sixth site visit overall for the Consulting
Team in connection with the Parking Analysis and
Complete Streets Evaluation

Meeting or Site Visit Date Attendees

Project Initiation, parking and pedestrian observations, Dec 2017 CMA, NEPA, various representatives of
pedestrian and merchant intercept surveys the Borough

Parking data collection (Saturday) Feb 2018 CMA

Set up of time lapsed photography of Hazard Square and May 2018 ALTA Planning + Design

Broadway (May and June 2018) and related observations

PowerPoint presentation of existing conditions to separate Nov 2018 CMA, ALTA, Harman
meetings of the County Commissioners and Borough
stakeholders

PennDOT (Allentown, PA), to discuss complete streets Mar 2019 CMA, ALTA, NEPA
suggestions and limitations

PowerPoint presentation on findings and recommendations Jul 2019 CMA, ALTA, Harman, NEPA
in public meeting
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e
Agenda

Mintroductions and Meeting Goals (Immediate, Near and
Long Term)

MProject Recap (Parking, Complete Streets)

WParking and Access Observations, Complete Street
Evaluation,

M Future Conditions and Parking and Access
Recommendations

mPotential Parking Alternatives
B Potential Funding Alternatives

ENext Steps

APPENDIX B: Page 4 of 76



Introductions

§E§§§§ Josuph D. Sciulls, CAPD

Vice President and Senior Operations Consultant

Adan Supplee, RIA, AICP, ASLA

LEED AP/Principal

Alsr Baransbi

Vice President, Transportation Planning Services
Division
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Meeting Goals: To solve / develop
workable immediate and Iong term
solutions to: P

BParking Problems

B Traffic Congestion

B Pedestrian Safety




Progress to Date

MBorough has added parking
KIOSKS in place of meters

dCustomer service enhancement

W Tourism Bureau explored / added
wayfinding to alternative parking
for Fall Foliage 2018

BCounty Is presently working on
payment KIOSKS for the County
Lot in lieu of pay-on-entry

dShould dramatically improve congestion
on Rt. 209




e
Methods

mParking counts and parking and pedestrian access
observations

mQutreach: interviews with merchants and tourists;
County and Borough representatives and elected
officials; regional PennDOT officials, and JT Borough
Police

BTime-lapse photography, pedestrian analysis and
review of wayfinding

mDevelopment of parking supply and pedestrian /
vehicular safety (Complete Streets) recommendations

BAlternatives / recommendations
BFinancial estimates
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Study Area

BStudy area
shown on the
photo (yellow
outline) Is
focused on the
Interaction of
vehicles,
pedestrians,
trains, cyclists
and parking in
Downtown
Historic Jim
Thorpe
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Expanded Aerial View of Study Area

Google Map, 2019
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Parking and Access Observations

mVisitors
a“Just happened to find the (County) lot”

a“Always just look for metered space on Broadway —
didn’t know there was a parking lot”

®Merchants
dTraffic at Hazard Square — cars “keep coming” through
light
dPedestrians cross at Hazard Square where they should
not!

d0Other merchants park on meters

APPENDIX B: Page 11 of 76



Parking and Access Observations

mParking signs needed

No sign is
posted at the
entrance of
the lot, visible
from the
highway from
either
direction.

— Vil
Electronic or large “Parking” signs, with the rate posted, should be
placed on north and south Lehigh Avenue, visible from both directions.
The rate should be on the sign. The rationale for putting the rate is that
people can get cash ready, whether they pay on the way in (not
desirable) or pay on the way out (more desirable).
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Parking and Access Observations

M Cashiering with a $6 parking fee slows transaction times
as change frequently may need to be made; slower
throughput contributes to vehicles queueing on Lehigh
Avenue; closure of the Lot later in the afternoon results in

lost revenue opportunities -

B

MR 4= LEHIGH RIVER nccEss S :
& ~ ' ., e
2\

PARKING [
Y =
e 7 ()
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Parking and Access Observations

mEffects of pay-on-entry with a parking fee amount
requiring change: slow throughput, vehicle queueing

APPENDIX B: Page 14 of 76



Parking and Access Observations

ML ocation of pay booth and “pay-on-entry” approach have
contributed to vehicle queuing along Lehigh Avenue.

The pay booth was temporarily located to the
right side of the entry lane to accommodate
construction vehicle access for the North
Street bridge overpass demolition, and should

: '] be relocated to its original position.
»f  qEmim 2y PA (ING er»!h ginatp

Also, the use of “pay-on-foot” technology
through payment kiosks, or alternately,
operating the lot with a “pay-on-exit” cashiering
approach, would help reduce vehicle queuing
along Lehigh Avenue when entering the lot.

Lot staff could be employed to expedite vehicle
entries by handing tickets to drivers, who
would pay the flat parking fee at the kiosk with
cash or credit card upon their return to the Lot,
reducing cash handling. Vehicles thus would
gueue within the Lot for exit, and the exit gate
could be networked with sensors to ensure the
gate remains down when a rail car is
approaching.
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Parking and Access Observations

B Problematic pedestrian pathways

If parking is
going to
remain along
the eastern
side of
Highway 209,
a sidewalk or
at least an
even footpath
of crushed
stone should
be substituted
for the existing
hazardous
path.
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Parking and Access Observations

M (Below) Pedestrians crossing without markings

B (Right) Pedestrians waiting
to cross, but crosswalk
markings are minimal and
not well-striped




Parking and Access Observations

mParking sign location (yellow circle) is not highly visible or
pronounced; small font size, making it difficult to notice

Example of a more
effective parking sign

P

ARKING
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Parking and Access Observations

M The current “pay on entry” process at the County Lot contributes greatly
to vehicle queueing, as seen in this photo

® New payment technology (pay-by-plate kiosks) slated for introduction in
Fall, 2019 will help to dramatically reduce these backlogs, but
unfortunately,
they presently
are scheduled
for installation after
the Fall Festival




Parking and Access Observations

Total Occupancy of the County Lot on February 17,2018
100%
A favorable peak occupancy level
90% noted at 1:00 p.m. (what might be
expected for a special event-
80% Saturday in the winter). Snow
20% starting in the afternoon likely
resulted in early departures.
60%
50% :
P O ) e
40% Municipal Lot Inventory| 10:00 a.m.
30%
20%
10% TOTAL 105 480 362
PERCENT OCCUPANCY 20% 91% 69%
0%
10:00 a.m. 1:00 p.m. 3:00 p.m. 5:00 p.m.
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Metered Parking Spaces and Peak Occupancy
(1:00 p.m. on Saturday, 17 February 2018)
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Competition for Parking on West Broadway

MAlong West Broadway, residents, bed and breakfast
guests, merchants, commercial patrons and visiting
tourists compete for limited parking along unregulated
curb space

WA draft West Broadway Permit Parking ordinance has
proposed permit-only parking along West Broadway,
between address numbers 5 to 415
JA permit to park would be required on Saturdays and Sundays, and

from 5:00 p.m. to 9:00 a.m. on weekdays

B There is some discussion that High Street also be
iIncluded in the Permit Parking zone
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Competition for Parking on West Broadway
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MIn addition to West Broadway, both Race and High
Streets are generally non-regulated, parked by residents’
cars, and can be subject to visitor parking INCUrSIONeuwmns: sage 2301 76



Concepts to Keep in Mind When
Designing Strategies for Parking and
Pedestrian Improvements.......

Parking Is the first and last experience
of visitors to Jim Thorpe.

Parking, traffic and pedestrian conditions reflect
the quality of a location, and shape its desirability
as a return destination.

If you want a different result,
you must start doing things differently.




Complete Streets
Evaluation
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