BLM Case Study: Feasibility Study / Partial PEA for Multi-Use Trail System

Summary

The Feasibility Study / Partial Programmatic Environmental Assessment (PEA) for Boyne Mountain NCA Multi-Use Trails could lead to multiple different projects all interconnected through a comprehensive trail plan for the Boyne Mountain NCA trail system in conjunction with the US Forest Service, private developers and public needs.
The Feasibility Study / Partial PEA is the first Stage of a 3 Stage approach. Stage 2 (if approved) would result in a comprehensive Trail Plan and the completed PEA. Stage 3 (if approved) would be the construction of the actual trails. Stages 2 & 3 could be funded as multiple different projects for a specific trail or group of trails (depending upon available funds).
The Feasibility Study will include: an analysis of the area and development of a preferred trail corridor (anticipated to average 100 feet in width), cost estimates for specific trails, and timeframe to construct specific trails. The study will also include operation & maintenance requirements and management responsibilities for various sections of the trail system.
As increasing numbers of people move into the Boyne Valley, usage of the Boyne Mountain NCA will naturally increase as well. By partnering with local developers, local governments and other Federal agencies, the resulting effort can aid in protecting the public lands from overuse or misuse. Without this interconnectedness, public safety becomes a real concern as the visitors to local trail systems may enter Federal lands without a designated trail system and often find themselves in dangerous situations. With a trail system that matches up with local trails, this can be avoided.
This project will identify environmentally sensitive areas and design trails around these areas. Developing a designated trails system in conjunction with local and private entities will allow for public use needs to be accommodated while protecting these areas.

The Partial PEA will include the following: 
· Completion of Section 1.0 Purpose and Need for Proposed Action

· Completion of Section 2.0 Proposed Action and Alternatives Considered

· Partial Completion of Section 3.0 Affected Environment and Environmental Consequences
· Existing Conditions – complete

· Environmental Consequences – partial completion based on secondary data (data provided by BLM and agencies). No on ground surveys, Section 7 (Endangered Species Act), or Section 106 (National Historic Preservation Act) will be conducted at this stage.

· The completion of the remainder of Section 3.0 and all other sections of the PEA will be included as part of Stage 2.
The RMP for Boyne Mountain NCA specifically mentions trail systems and this would allow BLM to better implement the portions of the RMP that refer to the northern sections of the NCA.

A contract will be let for the Feasibility Study / Partial PEA. This contract will be in conformance with Federal rules and regulations regarding procurement and contracting. In addition, a local Boyne Mountain NCA staff member will the COR on the project. The contract will include a specific timeline for completion of various stages of the Feasibility Study / Partial PEA (draft, public meetings, reviews, final study, etc.). The Boyne City Field Office (BCFO) National Landscape Conservation System and Renewable Resources & Recreation staff members, US Forest Service staff, and Private developer staff will review and comment of the draft study. Input will be solicited from other BCFO BLM staff, BLM partners, local government and the general public.

The following provides an overview of the Feasibility Study / Partial PEA which is the first Stage of a 3 Stage approach. Stage 2 (if approved) would result in a comprehensive Trail Plan and the completed PEA. Stage 3 (if approved) would be the construction of the actual trails. Stages 2 & 3 could be funded as multiple different projects for a specific trail or group of trails (depending upon available funds).
	Phase Title and Description of the Work to Be Completed

	Project Management

Assign BLM Project Manager/Primary Contact/Public Relations. Assemble interdisciplinary team (IDT). Develop Project Management Plan (PMP) including the work breakdown structure, risk management plan, estimate, critical path schedule, staffing plans, etc. Initiate change management process. Conduct internal status review meetings. Attend BLM/Contractor monthly status reviews.

Initiate administrative records. Develop internal and external communications strategies. Initiate on-going collaboration.

	Project Organization
Determine contracting strategy, conduct initial scoping meeting and site visit, develop Scope of Work (SOW), bid and award contract.
BLM staff will review all contractor developed deliverables (documents, maps, analysis, etc.) and provide a concise list of comments to be incorporated.
Develop a press release to inform the public of the initiation of the Boyne Mountain NCA multi-use/bike trail Feasibility Study/PEA. Carry out logistics and distribution of press release.

Determine the appropriate resources to be evaluated in the PEA.

	Inventory and Analysis

Gain an understanding of the existing conditions of Boyne Mountain NCA, as well as obtain a broad understanding of the influences from the region and local context as well as trail use and key destinations. Existing, directly available data, primarily provided by BLM, will be used.

· Develop Context Maps – BLM data will be in GIS or AutoCad. A site map (base map of project boundaries), a regional map (illustrating how the Boyne Mountain NCA fits into and connects with the larger surrounding area) and a local context map (illustrating further local connections to Boyne Mountain NCA) will be produced.

· Analysis Maps (maximum of 6 maps) – Available maps, GIS data, base data on topics ranging from natural resources to land use and demographics, and BLM documents related to the multi-use trail will be reviewed. Other agencies such as Michigan Department of Transportation, US Forest Service, public interest groups, and other agencies that may have data and information on trail related recreation use, growth issues, environmental studies, or assessments will be contacted. A series of draft site analysis maps will be drafted.

· Draft Avoidance/Synthesis Map and Draft Trail Development Criteria – The map will illustrate areas that should be avoided if feasible and why. A draft list of trail development criteria used in siting the trail will be developed.

·  Initiate Contact with other Public Agencies – Contact with required public agencies to develop a relationship, gather needed data and to ensure compliance with their requirements will begin. Prospective cooperating agencies will be asked to participate in this phase of the PEA.


	Inventory and Analysis (cont.)
· Field Reconnaissance – Key BLM and contractor personnel will go on a 3-day field trip to understand the broad range of qualities and issues on the site and field check the avoidance map.

· Public Meeting Number 1– One public meeting will be held in Boyne City. Logistics (announcement, room arrangements, flip charts, etc.) and presentation materials (agenda, exhibits and photo boards [10 max], simple questionnaire), for the meeting will be completed. A web site will be set up and maintained for public information and comments.

· Develop Qualities and Issues and Refine Trail Siting Criteria – Based on information obtained from data, public meetings, and site visits, a summary of the qualities and issues will be developed. Based on public comment the siting criteria will be refined. A qualitative analysis matrix and associated document to assist in the decision-making process for developing alternatives will be developed.

· Draft Purpose and Needs Section of PEA – After the analysis is complete, the draft Purpose and Needs for the PEA will be developed.

	Four Alternatives Development
Four alternatives for the trail corridors, including a no action alternative, will be developed.

· Draft Alternative Development (Three + No Action) – Four draft alternatives for the trail corridors, including a no action alternative, will be developed based on public comments, BLM input, purpose, need, program and existing condition information established during the early phases of the project. Profiles of each of the three alternatives and the general earthwork (cut and fill slopes) based on a corridor centerline will be developed. This will provide earthwork quantities for cost estimates for the preferred alternative. Eaglepoint Software Applications (a design package that is AutoCAD-based) will be used and the results will assist in any refinements to address design criteria and comparisons of alternatives.

· Draft Typical Design Details (10 maximum) – Typical design details will be developed to aid in the understanding of the proposed trail system, including up to 10 sections, enlarged plans, and/or examples. Subjects may include wash crossings, trail grading, road crossings, etc. Information regarding alternative trail surfacing materials, approximate unit costs, maintenance requirements, and suitability for various types of users will be provided.

· Field Check Trip/Alternative Refinement – Contractor will meet with BLM staff on site to fill in gaps/information in order to refine the four alternatives. A general summary of the pros and cons of each alternative will be developed.

· Public Meeting Number 2 – A second public meeting will be held in Boyne City. Logistics (announcement, room arrangements, flip charts, etc.) and presentation materials (agenda, exhibits and photo boards [10 max], simple questionnaire), for the meeting will be completed. The web site (previously be set up) will be used for public information and comments.

· Refine Four Alternatives – Based on the public comments and BLM staff reviews, the four alternatives will be refined and finalized.

· Develop Evaluation Criteria – Systematic criteria that will be used to evaluate the alternatives (in order to select and verify the preferred alternative) will be developed.

· Comparative Data Analysis for the Four Alternatives – Alternative corridors will be overlaid on GIS maps to produce quantitative data (both area and linear calculations) of each alternative. Impact analysis will be completed.


	Preferred Alternative
BLM will determine the Preferred Alternative based on input from public meetings, RMP directives, resource analysis, and analysis of the comparative matrix results.

· Draft Preferred Alternative and Cost Estimates – Using Eaglepoint Software Applications, the grade profile and footprint of an assumed centerline alignment within the preferred alternative corridor will be prepared. A refined cost estimate for the preferred alternative will be prepared. Separate cost estimates will be prepared for each proposed trail.

· Draft Alternative Section of the PEA – The draft of the Alternatives section of the PEA will be written.

	Preliminary, Draft, and Final Document Preparation for the Feasibility Study / Partial PEA
Specific sections of the Feasibility Study / Partial PEA for Multi-Use Trails will be produced.

· Preliminary Document – Specific sections of the Feasibility Study / Partial PEA will be developed. The document will be concise and will not exceed 75 pages including maps and illustrations.

· BLM Staff Review – BLM will provide the contractor with a concise list and/or one marked up document showing all changes they would like to have made.

· Public Meeting Number 3 – A third public meeting will be held in Boyne City. Logistics (announcement, room arrangements, flip charts, etc.) and presentation materials for the meeting will be completed. A summary of the Feasibility Study / Partial PEA will be provided to the public. It will consist of an 11” X 17” color handout with a map and brief explanation of the preferred alternative. The web site (previously be set up) will be used for public information and comments.

· Draft Document – Based upon public comments needed changes will be incorporated.

· BLM Staff Review – BLM will provide the contractor with a concise list and/or one marked up document showing all changes they would like to have made.

· Final Document for Feasibility Study / Partial PEA – Based on BLM desired changes, contractor will make the final changes to the document. The document will be print ready.


Boyne Mountain NCA Multi Use Trail

Partial Programmatic Environmental Assessment
Proposed Outline
	1.0
	Purpose and Need for Proposed Action
1.1 Introduction
1.2 Purpose and Need

1.3 Relationship of the Proposed Action to Other BLM and Cooperating Agency Programs, Policies, and Plans

1.4 Conformance with Applicable Regulations and Land Use Programs

	2.0
	Proposed Action and Alternatives Considered
2.1 Development and Screening of Alternatives

2.2 Alternatives Considered but Eliminated

2.3 Comparison of Alternatives and Future Site Specific Needs

2.4 Proposed Action

2.5 No Action Alternative

	3.0
	Affected Environment and Environmental Consequences
3.1 BLM Critical Elements – The BLM critical elements will be addressed in tabular format and additional resources that are not affected will be identified in this section. The BLM has provided initial input concerning affected resources, and these are noted below. Those resources noted below will be addressed in section 3.1 only to the extent to state that they are not present or of concern for the sake of this PEA document.
· Areas of Critical Environmental Concern – not expected to be evaluated (no ACEC’s in the trails area).
· Farmlands – There are no Prime or Unique farmlands in the trails area.

· Hazardous Materials and Solid Waste – No Hazardous Materials is stored in the trails area.

· Rangeland Management – There are no Grazing Allotments in the trails area.

· Minerals – The NCA is closed to mining activities.

· Wild and Scenic Rivers – There are no Wild and Scenic Rivers in the trails area.

· Wilderness Areas – There are no designated Wilderness Areas in the trails area.

3.2 Resource Name*

3.2.1 Existing Conditions


3.2.2 Environmental Consequences**
* Resources to be analyzed will be finalized between the contractor and the BLM. A preliminary list of the resources that may be evaluated based on the critical element findings is: Air Quality; Biological Resources; Cultural Resources and Native American Concerns; Environmental Justice; Floodplains; Land Use; Noise; Recreation; Socioeconomics; Soils; Transportation and Right-of-Way; Visual Resources; Water Resources; Wetlands and Riparian Zones; Wild Horse and Burro.
** Partial completion based on secondary data (data provided by BLM and agencies). No on ground surveys, Section 7 (Endangered Species Act) or Section 106 (National Historic Preservation Act) will be conducted at this stage.


	Anticipated BLM Responsibilities:

The following describes the BLM responsibilities: 
· BLM Contracting Officer Technical Representative (COR): Conduct initial scoping meeting and site visit; Develop Scope of Work (SOW); Bid and award contract; Oversee completion of individual contractor tasks and contractor scope of work as a whole; Receive copies of all correspondence; Review and distribute all contractor products for review by other key BLM personnel; Provide one concise list of necessary changes and/or one marked up copy to the contractor after each BLM review.
· BLM Project Manager: Provide necessary information to the contractor; Public contact person; Provide input from key BLM personnel to COR; Provide meeting logistics, local advertising, and project website setup and updates.
· BLM Field Manager: Provide feedback and input at each major

	Anticipated Contractor Responsibilities:

The following describes the contractor responsibilities:
· Inventory analysis of the site
· Analysis maps and avoidance/synthesis map

· Develop alternatives, comparative analysis of alternatives, and terrain and cost analysis of alternatives.

· Develop preferred alternative, refine cost estimates of preferred of alternative
· Writing/Document formatting and layout
· Write applicable sections and produce figures for Partial PEA (as defined in above outline).
· Final copy edit and graphically produce Final Document for Feasibility Study / Partial PEA
· GIS / Mapping graphics
· Participate in public involvement program. Review, tabulate, and respond to public comments.


Proposed Outline for Completion of the PEA (During Stage 2)
	3.0
	Affected Environment and Environmental Consequences

3.2.2 Environmental Consequences

3.2.3 Mitigation

3.xx Cumulative Impacts

3.xx Mitigation Summary

	4.0
	Tiering
4.1 Tier 1 Activities

4.2 Tier 2 Activities

	5.0
	Consultation and Coordination

	6.0
	List of Preparers

	7.0
	References
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