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Agenda
• Introductions: Who We Are | Who  You Are
• Bringing a Trail to Life
• The Trail Planning Process
• Defining your ‘Why’
• Getting Started
• The Human Touch: Stakeholder Mobilization
• Case Studies: What Went Right…and Wrong
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Who We Are
Mariah Keagy

Designer & Planner
Sinuosity Flowing Trails
VTGC Co-Vice Chair 
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Nick Bennette
Executive Directory
Vermont Mountain Bike Association
VTGC Co-Chair 



Handout | The Trail Creation Process
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SOURCE: Mountain Bike Trail Development Guidelines for Successfully Managing the Process , IMBA 2003

The eight phases of the trail development process and the key activities within each phase:

ASSESS
Assess the 
available land 
and terrain to 
determine if 
the site or 
sites are 
feasible for 
trail 
development

PLAN
Conceptually 
plan the trail 
corridors

DESIGN
Flag the trail 
corridors and 
create 
detailed 
design 
drawings and 
construction 
documents

CONTRACT
Contract with 
a trail builder 
for the build

BUILD
Build the 
trails

PROMOTE
Promote the 
trails so 
people learn 
about them 
and can find 
them

MAINTAIN
Maintain the 
trails to keep 
the 
conditions 
and user 
experience 
optimal

EVOLVE
Evolve the 
trails to keep 
people 
engaged and 
coming back

What  is missing?



The Process
Bringing a Trail to Life

First… 
Vision
Assess
Design
Project Prep

Then…
Contract/Build
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Plan



Vision
Start with the Ending

Goals & Vision
• Type of experiences
• Users (current & future)
• Sustainability
• Who is involved?

66Articulated/Agreed upon 
trail project vision and goals



Data  
What are you working with?
Collect/Assess the Data
● Existing physical conditions 

○ Topography, soils, streams, 
etc.

● Trail resources 
○ Location, type, condition

● Sensitive areas
○ Natural, cultural

● Social 
○ Local knowledge and 

stakeholder considerations
7Zones of feasibility 7



Design- Part 1
Where is your vision feasible?

Conceptual Design
• Accommodate identified 

target trail users, ability, 
experience 

• Works with the natural and/or 
agreed upon constraints

88
Corridors of feasibility                       
~ 50’-200’



Design - Part 2
Putting lines on a map… with meaning

• Field truth, adjust, and do it again
• Iterative Design Process:

99

IMPLEMENTDESIGN

EVALUATE

Flagged trail corridor ~5 ‘



Project Prep
All the other stuff

• Permits/Environmental 
Review

• Maintenance 
• Opinions of Probable Cost
• Design detailed drawings
• Funding

1010Compiled in Design 
Report



Framework | The Trail Creation Process
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ASSESS
Assess the 
available land 
and terrain to 
determine if 
the site or 
sites are 
feasible for 
trail 
development

PLAN
Conceptually 
plan the trail 
corridors

DESIGN
Flag the trail 
corridors and 
create 
detailed 
design 
drawings and 
construction 
documents

BUILD
Build the 
trails, 
potentially 
contracting 
with a 
professional

PROMOTE
Promote the 
trails so 
people learn 
about them 
and can find 
them

MAINTAIN
Maintain the 
trails to keep 
the 
conditions 
and user 
experience 
optimal

EVOLVE
Evolve the 
trails to keep 
people 
engaged and 
coming back

VISION
Establish the 
goals and 
purpose of 
your project

ADAPTED FROM: Mountain Bike Trail Development Guidelines for Successfully Managing the Process , IMBA 2003

UNIQUE 
VERMONT 

CHALLENGES

● Terrain & Geology
● Land Ownership
● ‘Legacy’ Trails and Systems



Which trail networks do you use the most?
What do you do there? 
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WHY?
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What is Your Favorite Trail?
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WHY?
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Why do you love it?
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WHY?
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Trail User Objectives
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WHY?

1515

NATURE ESCAPE SOLITUDE CHALLENGE RISK

FUN PLAY EXERCISE VARIETY CONNECT

SOCIALIZE SAFETY SECURITY INSPIRATION DISCOVER



Getting Started | Trail Project Start-Up Worksheet
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The Human Touch
Stakeholder Engagement

● Rationale 
● Identifying Stakeholders, by Group

○ Partner
○ User
○ Community

● Determining Project Bias
○ Ally
○ Neutral
○ Challenge

● Coming up with a Plan 
● Management & Maintenance 
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Framework | The Updated Trail Creation Process
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ADAPTED FROM: Mountain Bike Trail Development Guidelines for Successfully Managing the Process , IMBA 2003

Assess the 
available 
land, terrain 
and 
stakeholder 
environment

Conceptually 
plan the trail 
corridors

Flag the trail 
corridors and 
create 
detailed 
design 
drawings and 
construction 
documents

Establish the 
goals and 
purpose of 
your project

Build the 
trails, 
potentially 
contracting 
with a 
professional

Promote the 
trails so 
people learn 
about them 
and can find 
them

Maintain the 
trails to keep 
the 
conditions 
and user 
experience 
optimal

Evolve the 
trails to keep 
people 
engaged and 
coming back

ASSESS PLAN DESIGNVISION BUILD PROMOTE MAINTAIN EVOLVE

AT EVERY STEP…
● Share with Stakeholders; communicate how their previous input was incorporated
● Gather Feedback and work to incorporate if as possible
● Strengthen supporters, move neutral parties to be more supportive, neutralize threats



Tool | Stakeholder Engagement Plan
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Stakeholder Group Prior Feedback How Incorporated Current Feedback

Local Equestrian Club Partner Overlook in northeast 
corner would be 
valuable for all users

Conceptual equestrian 
and MTB corridors both 
reach overlook

Two conceptual 
intersections might 
be unsafe - examine

Town Economic 
Development Director

Supporter Would love to see 
parking near local 
general store

Main parking area 
identified ¼ mile from 
general store

Eager to add 
signage; discussing 
‘share the road’ signs

Abutter #1 Neutral Would rather not see 
trail users from home

Corridors planned to 
avoid sight lines

Appreciative; would 
like to walk corridors

Abbuter #2 Antagonist Worried about 
unauthorized access 
through their land

Conceptual corridors are 
separated by a ravine 
from abutter’s parcel

Now concerned 
about noise level of 
trail users

… … … … …

ASSESS PLAN DESIGNVISION BUILD PROMOTE MAINTAIN EVOLVESTAGE:

ILLUSTRATIVE



Case Example
Town of Killington
• Town Manager approaches Sinuosity 

with vision (2013)
• Engage stakeholders i.e. USFS, FPR, 

GMC, ATC, local MTB riders, neighbors 
• USFS Approves Conceptual Design ~15 

miles  (2014)
• KMBC becomes official VMBA chapter 

(2015)
•  Trail Corridor Design and NEPA 

Adjustments - Phase 1 (2015)
• Phase 1 Constructed  (2016)
• ~ 8 new miles added, and ~6 connected 

to since 
2020



Case Example
Lemon Gulch - Prineville Oregon

• USFS approached Ochoco Trails 
coalition in 2017

• 1990 Ochoco National Forest Mgmt. 
Plan calls for 300+ miles of trails

• Multi user-group coalition: hiking, 
equestrian, cycling  trails proposed

• NEPA assessment indicated minimal 
negative environmental impact 

• +75% positive public comments
• Project withdrawn by USFS in May ‘23
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Wrap-up
Quick round robin…

What, if anything, will you 
do differently Monday (or 
Friday) morning?
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THANK YOU!
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Mariah Keagy; mariah@sinuosity.net
Nick Bennette; nick@vmba.org



Resources
Where to go for more information

• General
• VTGC Manual
• VTCF Town Forest Toolkit
• AT Trail Planning & Design Hub

• Use-specific (examples)
• AMC Complete Guide to Trail Building 

&  Maintenance
• Best Practices for the Development of 

Snowmobile trails (VAST)
• IMBA Trail Solutions & Managing 

Mountain Biking
• Vermont Backcountry Ski Handbook
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