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Agenda

ÅIntroductions (5 minutes)

ÅLancaster Vision Zero Overview (10 minutes)

ÅTwo-Way Restoration Study (40 minutes)

Å5 minute break

ÅNeighborhood Slow Zone Program (30 minutes)

ÅSafe Routes to School (30 minutes)



Lancaster Vision Zero Overview
Lancaster City



Lancaster VZ Program

ÅVision Zero Action Plan adopted in 
2020

ÅGoal to eliminate all fatal and serious 
injury crashes by 2030

ÅIdentified a High Injury Network (HIN) to 
focus safety improvements

Making streets safer 
for all road users

2020 High Injury Network (HIN)



Federal Highway Safe System Approach



Vision Zero Projects as of October 2025



Vision Zero Projects So Faré.

Lemon Street Separated Bike Lane Walnut Street 
Separated Bike Lane

Plum Street Mini -Roundabout

ê.leveraging many funding sources

PennDOT Grants: TASA, Multimodal
Public Works Budget: Resurfacing, capital improvements



Vision Zero and SS4A Funding



2025 High Injury Network
Streets where the most severe traffic crashes happen

We want to focus Vision Zero 
projects on these streets so 

we can make the biggest 
difference in saving lives. 



Vision Zero Project Types

Safe Routes to School
Project Goal: Safe 
and healthy 
opportunities for 
students to walk and 
bike to school

Project Tools: traffic 
calming and 
intersection safety 
improvements 

Project Goal: Slow 
speeds on 
neighborhood 
streets

Project Tools: traffic 
calming and 
intersection safety 
improvements

Neighborhood Slow Zones

STATUS: 
Recommendations 
identified for two school 
zones

STATUS: Finalized 
program recommendations 
and selected two pilot Slow 
Zones



High Injury Network 
Improvements

Project Goal: Slow  
speeds, reduce 
barriers, and improve 
crossing visibility on 
key corridors

Project Tools: 
intersection safety 
improvements, 
curbside 
management, and 
traffic flow

Project Goal: 
Address the highest 
safety concerns in 
areas not covered by 
other project types

Project Tools traffic 
calming and 
intersection safety 
improvements

High Injury Network (HIN)

Vision Zero Project Types

Two-Way Restoration

STATUS: Concept design 
for feasible corridors

STATUS: Identifying 
projects from the 
updated HIN















Priority Vision Zero Projects



Two-Way 
Restoration 

(Orange and King 
Streets)

Neighborhood 
Slow Zones 

(Southeast and 
Southwest)

Safe Routes to School 
(Carter & MacRae and 

McCaskey)

Vision Zero Projects for Todayôs Discussion



Two-Way Restoration Study
Laura Ahramjian, Kittelson

Carla Dietrich, Michael Baker



Improved Safety + 
Pedestrian Connectivity

Shorter Trips + Direct 
Vehicular Routes

Increased Visibility for 
Businesses

More Balanced Traffic 
Flow

Why Consider Two -Way Streets?



Reduce turning movements 
and vehicle/pedestrian 
conflicts from out of direction 
travel

Safety Benefits of Two -Way Streets

1 lane 
blocking view 
of crosswalk 
instead of 2

Lower speeds reduce crashes 
and crash severity

Increase pedestrian visibility at 
intersections



Two-Way | Project Scope
ÅExisting conditions 

analysis

ÅCorridor selection for 3 
restoration alternatives

ÅFuture traffic and 
multimodal operations 
analysis to determine 
feasibility

ÅTwo-way restoration 
concepts for up to 2 
feasible corridors

ÅPlanning-level cost 
estimates

ÅOngoing public engagement

1

2
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4

5

6
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Study Corridors :
1. Prince Street
2. Queen Street
3. Duke Street
4. Lime Street
5. Church Street
6. King Street
7. Orange Street
8. Chestnut Street
9. Walnut Street

We Are 
Here



PennDOT Coordination

ÅEarly & Often
ÅData Collection Pan and PennDOT 

Coordination Meeting

ÅMethodology Memorandum + 
PennDOT review/acceptance

ÅInitial Findings Memorandum + 
PennDOT Coordination Meeting

Discussion
ÅHow have you collaborated 

with stakeholders to 

generate buy-in on traffic 

data collection and 

analysis?

ÅLessons learned?

Initial Findings Memorandum
Å Traffic Volume Forecasts
Å Level of Service (LOS) Criteria
Å Operations Analysis Results
Å Mitigation Identification
Å Initial Feasibility Findings



Stakeholder Meetings

Business and Active 
Transportation 

Emergency Services

Red Rose Transit Authority

Lancaster Parking Authority



Two-Way | Public Feedback

Disagreement
ÅDrivers and commuters 

generally prefer the current 

one-way system

ÅBikers and walkers think the 

one-way system 

encourages speeding and 

makes the downtown less 

walk- and bike-friendly. 

Agreement
ÅTop goal for all streets is 

improving safety for all

ÅTop two issues for safety are 

vehicles speeding/ not stopping 

and dangerous intersections

ÅTraffic calming is a priority

ÅOne-way configurations 

currently allow for more flexibility 

for different road users



Two-Way Study Process

Existing Conditions 
(9 corridors)

иExisting Conditions Analysis
иCorridor Screening for Two-Way 

Suitability
иScenario Identification for Two-

Way Reasonableness

Step 
1

Future Conditions
(4 corridors)

иVolume Forecasts
иSynchro Analysis
иMitigation Assessment
иMultimodal Impacts

Step 
2

Corridor Selection +
 Concept Design

(2 corridors)

иConcept Development for 
Feasible Corridors to address 
Traffic and Multimodal Impacts

Step 
3



Existing Conditions 
(9 corridors)

иExisting Conditions Analysis
иCorridor Screening for Two-Way 

Suitability
иScenario Identification for Two-

Way Reasonableness

Existing Conditions: 9 Corridors
Step 

1
AM Peak Hour & PM Peak Hour Synchro Analysis



Existing Conditions 
(9 corridors)

иExisting Conditions Analysis
иCorridor Screening for Two-Way 

Suitability
иScenario Identification for Two-

Way Reasonableness

Existing Conditions: 9 Corridors

Unique Project-Specific Corridor Screening Criteria
Step 

1

Roadway Context

Functional Classification

Average Corridor Average Daily Traffic Volume

Maximum Corridor Truck Average Daily Traffic Volume

Multimodal Facilities

Are existing bicycle facilities provided on all or a portion of corridor?

Are bicycle facilities planned from in 2019 Active Transportation Plan?

Number of uncontrolled marked pedestrian crossings

Identified as restoration corridor in 2015 Downtown Walkability Analysis 
Report

Number of bus routes

Does the corridor provide direct access to multimodal connections ?

Roadway 
Characteristics

Minimum Roadway Width

Is on-street parking provided?

Safety

Is the entire corridor or a portion of the corridor located along the HIN?

Number of intersecting HIN corridors

Did the Existing Conditions evaluation identify the corridor as one with critical or 
significant safety concerns ?

Community Context
Does the corridor provide direct access to one or multiple fire stations ?

Number of school zones present along corridor.



Existing Conditions 
(9 corridors)

иExisting Conditions Analysis
иCorridor Screening for Two-Way 

Suitability
иScenario Identification for Two-

Way Reasonableness

Existing Conditions: 9 Corridors
Step 

1

Reduction from 9 to 4 
study corridors

Corridor Score Rank

East / 

West

Orange Street 17.0 1

King Street 15.5 2

Walnut Street 14.5 3

Chestnut Street 13.5 4

North / South

Queen Street 15.0 1

Lime Street 14.5 2

Prince Street 14.0 3

Duke Street 13.5 4

Connector Church Street 11.5 --



Existing Conditions 
(9 corridors)

иExisting Conditions Analysis
иCorridor Screening for Two-Way 

Suitability
иScenario Identification for Two -

Way Reasonableness

Existing Conditions: 9 Corridors
Step 

1
Volume testing of north/south corridors

ÅDuke Street / Queen Street pair led to more balanced volumes

ÅPrince Street / Queen Street pair led to larger volume shifts



Future Conditions: 4 Corridors

Future Conditions
(4 corridors)

Step 
2

иVolume Forecasts
иSynchro Analysis
иMitigation Assessment
иMultimodal Impacts #1

East/West 
King St & 
Orange St

#2
North/South 

Queen St & 
Duke St &

Partial Church St

#3
Combined  
East / West & 
North / South 

Combined

Two-Way Restoration Corridor Alternatives



Alternative 1 Modeling Observations
Restore King Street Westbound & Orange Street Eastbound

Legend & Notes

    +X     Daily Volume Percentage Change Compared to No Build

1) Red = Volume Reduction; Green = Volume Increase

2) Band width represents absolute volume difference

3) Percentage change location correlates to direction of travel

Daily Volume Observations

ÅEastbound Travel:  Moderate diversion from King to 
Orange (-10% to -25%) 

ÅWestbound Travel: Substantial diversion from Orange to 
King (-47% to -79%) [expected given regional connectivity]

ÅSecondary Corridors: Minimal diversion from Walnut 
Westbound & Chestnut Eastbound

ÅRegional Connectivity: King operates as primary East-
West route in CBD & beyond



Alternative 2 Modeling Observations
Restore Queen Street Southbound, 
Duke Street Northbound & Partial 

Church Street Southbound

Legend & Notes

    +X     Daily Volume Percentage Change Compared to No Build

1) Red = Volume Reduction; Green = Volume Increase

2) Band width represents absolute volume difference

3) Percentage change location correlates to direction of travel

Daily Volume Observations

ÅSouthbound Travel: Moderate 
diversion in CBD from Prince to 
Queen (-18% to -42%) 

ÅNorthbound Travel: Substantial 
diversion from Queen & Lime to 
Duke (-36% to -67%) 

ÅRegional Connectivity: 

ÅSouth of CBD, southbound 
traffic shifted from Prince to 
Queen 

ÅQueen & Duke shared 
primary North-South routes 
in CBD



35

Alternative 3 Modeling Observations
Alternative 1 and Alternative 2 Combined

Legend & Notes

    +X     Daily Volume Percentage Change Compared to No Build

1) Red = Volume Reduction; Green = Volume Increase

2) Band width represents absolute volume difference

3) Percentage change location correlates to direction of travel

Daily Volume Observations

ÅSimilar diversion trends with 
layering of Alternatives 1 & 2

ÅSlightly more East-West diversion 
west of Prince



Acceptabl e Level of Service Threshold
Pub 282

HOP Operations Manual
Pub 13

Design Manual Part 2

Acceptable
Overall LOS E or better

LOS F no worse than No Build

Discussion
What are your experiences with 

context-sensitive measures of 

effectiveness?



Traffic Operations Mitigation Toolbox

Intersection Mitigation Type Potential Disadvantages

LOW

Add dedicated turn lanes

(with permitted phasing)

Á On-street parking removal

Á Increase signal timing clearances

Á Increase pedestrian crossing times (Inconsistent with Complete Streets/Vision Zero)

Modify lane usage 

(without adding lanes)
Á Lane alignment challenges

MEDIUM

Increase cycle length 

(< 120 seconds)
Á Negative impact at other coordinated intersections in system

Provide dual turn lanes

(within right-of-way)
Á Negative bike/ped impact (Inconsistent with Complete Streets/Vision Zero)

HIGH

Add through lanes
Á Right-of-way impacts

Á Increase pedestrian crossing times (Inconsistent with Complete Streets/Vision Zero)

Add dedicated turn lanes 

(widen multiple approaches)

Á Right-of-way impacts

Á On-street parking removal

Á Lane alignment challenges

Á Increase pedestrian crossing times (Inconsistent with Complete Streets/Vision Zero)

Increase cycle length 

(> 120 seconds)

Á Adds motor vehicle delay

Á Negative bike/ped impact (Inconsistent with Complete Streets/Vision Zero)

Á Negative impact at other intersections in coordinated system

Potential Advantages: 
Improve Motor 

Vehicle Operations



Alternatives 2 & 3

Impact Level
        High
        Medium
        Low

Level of Service Impacts

Alternative 1



Two-Way Restoration Key Operational Findings

#1
East/West 

King St & 
Orange St

Conditional 
Feasibility
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Selection + Concept Design: 2 Corridors

Corridor Selection +
 Concept Design

(2 corridors)

иConcept Development for 
Feasible Corridors to address 
Traffic and Multimodal Impacts

Step 
3 Proposed Design Concepts and Safety 

Countermeasures

Corridorwide Spot Treatments 
at Intersections and Midblock 
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Using toolbox treatments at 
multiple signalized and 
uncontrolled intersections  to 
reducing conflicts and crossing 
distances due to additional 
turning movements with two-way 
restoration, managing speed, 
and optimizing curbside uses.



2-Way Restoration Toolbox

CURBSIDE 
MANAGEMENT

INTERSECTION SAFETY

TRAFFIC FLOW

RELATED PROJECTS ON THE 
CORRIDORS

ÑÅ [[f9Ш9 x~f ]
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Existing Curb 

Bump Out

Two-Way Traffic Signal and Phasing 

with Retroflective Backplates

Median



Corridor Concepts Orange St (W Segment)

Toolbox Application: Formalize paint and post 
curb bump outs with curb bump outs

Corridorwide Spot Treatments 
at Intersections and Midblock 



Corridor Concepts King St (W Segment)
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Intersection concepts plans 
referenced here

Midblock Treatments


