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Presentation Overview 

• Who is the audience for this training? 

• What is project prioritization? 

• Steps in project prioritization. 

• Summary and additional resources. 
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The Module Training Series 

• Designed to assist tribal professionals with 
transportation planning for capital, operating, and 
maintenance needs on tribal lands.  

• Six modules developed from 2004 to 2008. Five 
additional modules developed in 2012.  

• Available from: 
http://www.tribalplanning.fhwa.dot.gov/training_series.aspx 

 

3 

http://www.tribalplanning.fhwa.dot.gov/training_series.aspx


Training Modules for Tribal Transportation 
Decisionmaking 
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I. INTRODUCTION 



Who is the Intended Audience for this 
Training? 

• Any person involved in tribal transportation 
planning. 

 

Introduction 



What is Project Prioritization? 

• A method of ranking transportation projects in 
order of importance.  

 
• It is important because certain Federal laws tie 

funding to project prioritization. TTP funded 
projects, for example, must be prioritized.  

 
• Prioritized projects improve the tribe’s eligibility to 

receive Federal funds.  
 

Introduction 
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II. HOW TO PRIORITIZE 



How do I Prioritize? 

There are five basic steps:  

1. Identify Projects 
2. Seek Public Input 
3. Develop Criteria and Performance Based 

Evaluation Measures 
4. Report Findings and Seek Consensus 
5. Put it All Together 
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How to Prioritize 



Step 1: Identify Projects 

• Identify eligible projects from: 
 the LRTP  
 the most recent TTIP or Project Priority List 
 the Comprehensive Land Use Plan.  

• Conduct field work and collect data to update the 
status of each project. 

• Estimate cost and determine funding eligibility for 
each project.  

• Assemble findings into a Project Data Book.  
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Steps in Project Prioritization 



Step 1: Identify Projects 

Summarize findings in a Project Summary Sheet. 
Sample Project Summary Sheet 

Project 
Name 

Location/ 
Description 

Improvement 
Needed 

LRTP 
Pg. # 

Est. Start Year 
and Duration Status 

Expected 
Funding 
Source 

Est. Cost 

Category: Public Transportation 

1. Bus 
Shelter  

455 20th 
St. 
Weather 
protection 
at bus 
stop. 

Site grading. 
Concrete 
slab. Shelter 
installation. 
Signage. 

25 Start: 2012 
Duration: 10 
months  
Design: 2 
months 
Env. Review: 
5 months 
Construction
: 3 months 

On list 
for 5 
years 
with no 
funding 

FTA 
5311(c) 
grant 

$4,500 

Steps in Project Prioritization 
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Sample Project Summary Sheet 
Project 
Name 

Location/ 
Description 

Improvement 
Needed 

LRTP 
Pg. # 

Est. Start Year and 
Duration Status 

Expected 
Funding 
Source 

Est. Cost 

Category: Public Transportation 

Route 1 Main St. to 
Reservation 
border. 

Operate 
bus route 

24 Start: 2012 
Duration: 12 
mos. 
Design: 3 mos. 
Env. Review: 6 
mos. 
Construction: 
3 mos 

Funded. General 
Funds: 
Fares 

$135k 

Category: Transportation Safety 

1. Main 
St. and 
1st Ave. 

Intersection 
redesign 

Signage, 
sidewalks, 
curb cuts, 
striping 

11 Start: March 
2012 
Duration: 3 
months 

Funded.  TTP 
Safety 

$70k 

Steps in Project Prioritization 
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Step 2: Seek Public Input 

• Listen to the community.  
 Inform the community of intention to prioritize its 

transportation projects.  
 Refer to Public Involvement Module for examples of 

community information tools. 

• Conduct informative meetings.   
 Explain work from Step 1. 
 Use meeting handouts to describe the candidate 

projects. 
 Use maps to pinpoint project locations.  
 Listen to and record community preferences.  
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Steps in Project Prioritization 



Step 3: Develop Criteria and Performance 
Based Evaluation Measures 

• Seek technical assistance. 
• Establish a Technical Advisory Committee (TAC) or 

advisory group to assist with identifying criteria for 
prioritizing the projects.  
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Steps in Project Prioritization 



Step 3: Develop Criteria and Performance 
Based Evaluation Measures (continued) 

• With the advisory group, develop criteria for ranking 
projects that reflects community values and the vision of 
the LRTP. 

• Use a mix of values for the criteria:  
 Quantitative values – easy to measure.  This may be 

improve safety. 
 Qualitative values – reflect community values. This may 

be contribute to the quality of reservation life.  
 Transportation planning values – reflect the 

community’s vision, mission and objectives.  This may be 
policy from the LRTP. 
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Steps in Project Prioritization 



Step 3: Develop Criteria and Performance 
Based Evaluation Measures (continued) 

 

Determine how each project meets criteria. 

Steps in Project Prioritization 
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Sample Numerical Rating System 

Rating Definition 

1 Does Not Meet 
Criterion 

The project does not satisfy the criterion. It does not 
address the issue or problem to be solved.  

2 Meets Base 
Criterion 

The project satisfies the criterion. It will solve or 
address a specific problem at a specific location.  

3 Meets and 
Exceeds Base 
Criterion 

The project satisfies and exceeds the criterion. It will 
solve a problem at a specific location and benefit and 
enhance other elements of the tribal transportation 
system or program.  



Step 3: Develop Criteria and Performance 
Based Evaluation Measures (continued) 
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Steps in Project Prioritization 

Numerical Ratings for PROJECT X 

Evaluative Criteria Rating 

Improve Safety 3 

Rebuild Infrastructure 2 

Enhance Environment 2 

Increase Mobility 3 

Funding Availability 1 

In the LRTP 1 

Supported by Community 3 

Total 15 

Rate each project then sum the results. 



Consider weighted values: 
 Add a weight 
 Re-rate the project 

Steps in Project Prioritization 
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Evaluative Criteria Original Rating Weight Final Rating 

Improve Safety 3 x 2.0 6 

Rebuild Infrastructure 2 x 1.0 2 

Enhance Environment 2 x 2.0 4 

Increase Mobility 3 x 1.0 3 

Funding Availability 1 x 2.0 2 

In the LRTP 1 x 1.0 1 

Supported by Community 3 x 1.0 3 

Total 15 21 

Step 3: Develop Criteria and Performance 
Based Evaluation Measures (continued) 



Step 4: Report Findings and Seek 
Consensus 

• Return to the community or tribal leadership.  
Report your findings from Step 3.  

• Ask for feedback and agreement.  
• Adjust the prioritization list if necessary. 
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Steps in Project Prioritization 



Step 5: Put it All Together 

• Use the final prioritized projects as the Tribal 
Priority List, the TTIP, or both. 

• Submit to Tribal Council and request Tribal 
Resolution. 

• Transmit List and Resolution to funding agencies.  
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Steps in Project Prioritization 



Step 5: Put it All Together (continued) 

• The TTIP must be financially constrained.  
 Fiscal constraint means that estimated project costs do 

not exceed anticipated revenues. 
 Project cost estimates should be a reasonable 

expectation based on past experience. 
 Revenues should be secured funding, including any local 

match that is required. 
 All TTP projects must be fully funded.  
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Navajo Nation 
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NAVAJO NATION PUBLIC ROAD SYSTEM  

 
 Approximately 14,733 miles of Public Roads on the Navajo Nation 
 State – 1,642 miles (including US 491) 

Counties – 1,864 miles 
 BIA – 6,217 miles 

NN – 5,010 miles 
  

 Total Paved Roads = 3,381 miles (23%) 
 Total Unpaved Roads = 11,352 miles (76%) 
 Total Graveled Roads = 234 miles (1%) 
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23% 

76% 

1% 

Paved Unpaved Graveled



ROAD SURFACE TYPE BY OWNERSHIP & MILEAGE 

 
 Bureau of Indian Affairs – 6,217 miles 
 Paved 261.4 miles 22% 
 Gravel 105.7 miles 3% 
 Unimproved Dirt 4199.4 miles 72% 
 Primitive 276.9 miles 3% 
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72% 

3% 

22% 

3% 

Unimproved Dirt (Type 1) Gravel (Type 3)

Paved (Type 4&5) Primitive (Type 9)



Navajo Tribal Roads – 5,010 miles 

 Paved 82.0 miles 2% 
 Gravel 18.2 miles  less than 1% 
 Unimproved Dirt 4875.1 miles 
 97% Primitive 34.3 miles 1% 
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97% 

0% 

2% 

1% 

Unimproved Dirt (Surface Type 1) Gravel (Type 3)

Paved (Type 4&5) Primitive (Type 9)



County Roads 

 Paved 133.9 miles 7% 
 Gravel 109.7 6% 
 Unimproved Dirt 1469.5 Miles 79% 
 Primitive 151.2 8% 
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79% 

6% 

7% 

8% 

Unimproved Dirt (Type 1) Gravel (Type 3)
Paved (Type 4&5) Primitive (Type 9)
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Prioritization  
Priority Rating and Criteria 

 
25 CFR Part 170 Subpart D require that federal and state highway design 
and construction standards, management system, and other 
transportation planning requirements be used in the justification of 
transportation improvement needs. In compliance with these requirements 
the Navajo Nation TTIP, Betterment and Road Maintenance shall be 
prioritized using these requirements as criteria for the priority rating.  
 
The prioritization criteria shall include highway design standards; 
management systems i.e., safety, bridge, congestion, surface conditions 
of pavement; long range transportation planning priority; regional priority; 
and preconstruction planning to justify project benefits and identify project 
readiness required for a given project to be elevated into construction 
priority. All projects shall be given priority rating using the following criteria: 



Priority Rating Cont’d 

 Pavement Rating 
 Safety Rating 
 Design Standards (AASHTO)  
 Long Range Transportation Planning Priority 
 Agency Priority 
 Preconstruction Planning Status (EA, Arch, 

ROW Application, Design, etc.) 
 Available and/or Special Funding 
 Economic Development Impacts 
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Project Rating 
 

Each project shall be rated based on the planning and engineering criteria 
above by assigning points to each engineering criteria above. A project with 
the highest points will indicate that the project has the most transportation 
needs or provide most benefits and is the most ready for construction thus 
should be given the highest priority. Weight and points shall be assigned as 
follows:  
 
Weights:    Each prioritization criterion is given different weights based on its 
importance in meeting transportation planning goals. A project shall be 
assigned different weights for each criterion and then multiplied by the 
prioritization criterion points to arrive at the total point ranking. The weights 
shall be assigned as follows: 
 1 - Pavement Rating 
 2 - Safety Needs 
 1 - ADT (criteria for road maintenance/improvement is based on ADT) 
 1 -  Long Range Transportation Planning Priority 
 2 -  Agency Priority Ranking 
 8 -  Preconstruction Planning   
 4 - Available and/or Special Funding 
 3 - Economic Development Impacts 



 Points: A project shall be given points according to each prioritization 
criterion as follows: 

 
 Pavement Rating: 
 A project shall be given points according to its pavement condition. 25 CFR 

Part 170 requires implementation of pavement management system. Table 
below shows pavement rating point to be used in reference  inventory’s 
wearing surface code given to each road section of a route. A 
transportation need of the project can be measured and rated according to 
the severity of the pavement condition.   

   
 
 
 

 

Points  Pavement Rating Pavement Condition
5 0 - 9 Very Poor
4 10 - 39 Poor
3 40 - 50 Fair
2 51 - 69 Good
1 >70 Very Good

Pavement Rating



 Safety Rating: 
 A project shall be given points according to the project’s safety needs. The 

projects’ safety needs shall be calculated based on the numbers of traffic 
accidents occurred within the project beginning and ending mileposts that 
are as a result of the existing road conditions.   

 
  Accident Rate  =  Number of Accident x 1,000,000 
    ADT x (365 x no. of years) x Project Length 

 

Points  Accident Rate Safety Needs
5 > 4.0 High
4 2.01-4.0 High
3 1.75-2.0 Moderate
2 1.16-1.74 Low
1 0-1.15 Low

Safety Rating



Design Standards/ADT: 
A project shall be given points according to design standards which 
identify a project’s improvement need according to its ADT (Average Daily 
Traffic). Project ADT is a traffic count taken within the project beginning 
and ending mileposts. ADT determines level of use of a road.  25 CFR 
Part 170 set design standards for improvement type based on road class 
and ADT. A project can be given points based on class and ADT as 
follows: 

Points Class ADT Improvement Needs
5 1 (Major Arterial) 10,000+ Improve to paved surface,
4 2 (Rural Minor Arterial) ><250
3 4 (Rural Major Collector) >250
3 3 (City Local street) >250
2 3
1 4 local minor
0 3&4 <50 No improvement/maintenance only

Improve to paved surface

50-250 Improve to gravel or paved
surface

Road Design Standards/ADT
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Long Range Transportation Planning Priority 
TTIP is required to be consistent with the long range 
transportation plan (LRTP). TTIP projects must be listed on the 
LRTP or that the projects must address the transportation 
needs identified in the LRTP. Thus the long range 
transportation needs of the Navajo Nation can be addressed 
when implementing the TTIP.  
Each project can be given points based on its project type as 
given priority in the LRTP.  The project points shall be given in 
terms of the long range transportation planning priority as 5, 3, 
and 1 for high, moderate, and low priority respectively. Different 
transportation improvement needs or project type may be given 
priority (Table 4.2.5.) differently in each long range 
transportation plan. Therefore, each TTIP shall follow the long 
range priority rating of the current LRTP.    



Points assigned Project Type
Immediate, core transportation needs and issues raised by local chapters, tribal
programs, school, healthcare providers, housing programs, as well as BIA engineers. 

School bus routes
NHA housing streets and access roads
Class 1 & 2  road improvement needs
Class 3 roads-pavement deficiencies
Safety improvements
Class 1, 2 & 4 roads-pavement deficiencies
Economic and community development access needs
Transportation needs and issues that are recommended for action after the high
priority needs have been met and if funds are available.
Growth center streets
Class 4 roads-improvement upgrade
Scenic byways and park access
Important transportation issues and needs to be implemented last. If IRR funds are
limited, should be funded from outside resources.
Bicycle routes and sidewalks
Other transportation needs

0 Not a 20-year need nor listed on the LRTP

Long Range Transportation Planning Priority

5-High Priority Projects

3-Moderate Priority
Projects

1-Low Priority Projects



Points Project Type
5-High Priority School bus routes
3-Moderate Priority NHA housing streets and access roads
1-Low Priority Class 1,2,3,4 road improvement needs
0-No transportation need Class 1,2,3,4 roads-pavement deficiencies

Safety improvement needs
Economic and community development access needs
Growth center streets
Class 4 roads-improvement needs
Scenic byways and park access
Bicycle routes and sidewalks
Other transportation needs (i.e. transit, public parking,

  

Regional Priority

Regional Priority Ranking: 
Each projects shall be given points according to priority given by the Regional 

Transportation Planning so that when implementing the TTIP, Regions needs can be 
timely met. Each projects shall give project points based on its Region’s transportation 
issues and needs currently brought to their attention at their monthly meetings or to 
their knowledge with supporting documentation. The same project type may be given 
points differently than that addressed in the long range plan priority rating to address 
the immediate transportation needs of the agency. 



Preconstruction Planning: 
Before a project can be constructed, all preconstruction project planning 
such as feasibility and value engineering studies, NEPA (National 
Environmental Policy Act) requirements, and survey and design work, and 
right-of-way grant have to be completed. A project shall be given points 
according to the status of construction planning requirements as follows:  

Activity Percent Complete Points 

Surveying (i.e. final approved alignment, 
topo, plats, etc)

0- 100% % complete x 10 

Arch compliance ( i.e. field surveys and 
mitigation completed based on approved 
alignment)

0-100% % complete x 7

EA & FONSI 0-100% % complete x 5
Design of Project 0-100% % complete x 10
home site lease consents 0-100% % complete x 8
Right-of-Way 0-100% % complete x 7

Preconstruction Planning
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Available and/or Special Funding: 
Those project with special appropriations such as section 115 or 117 funds, 
and public lands discretionary funds under MAP-21 and future 
reauthorization legislation. Shall be elevated into the year for which the 
special funds are to be used by for the given project activity only.  
 
Economic Development Impacts: 
Those project that are required due to planned or under construction 
economic development projects or schools should receive the highest 
point score on a scale of 0-5 where (5) being assigned for an economic 
development project or school project ready to go to construction and (1) 
for a project that is in only in the planning stages. Then those projects that 
do not show a direct impact to economic development get the lowest point 
score (0).  



III. SUMMARY AND RESOURCES 



Project Prioritization Toolbox 

Techniques and Strategies 
•Project Data Book 
•Project Summary Sheet 
•Community Preferences 
•Technical Advisory Committee or Advisory Group 
•Criteria for Project Prioritization 
•Evaluation Measures for each Criterion 
•List of Prioritized Projects 
•(Optional) List of Weighted Prioritized Projects 
•Tribal Resolution 
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Summary and Resources 



Project Prioritization Checklist 
 Project Prioritization Checklist Date 

Step 1: Identify Projects 

Find projects in the LRTP, the existing TTIP/Project Priority List and 
other documents, such as the Comprehensive Land Use Plan 

Conduct field work and research on the projects and their status 

Create/update the Project Data Book and Project Summary Sheet 

Step 2: Seek Public Input 

Announce and advertise community meetings 

Explain purpose with handouts and maps 

Request community preferences 

Incorporate public preferences in Project Summary Sheet 
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Summary and Resources 



Checklist Part II 
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Summary and Resources 

Step 3: Develop Criteria and Performance Based Evaluation Measures 

Establish technical advisory committee or advisory group 

Develop prioritization criteria 

Develop evaluation measures 

Rank projects by criteria 

(Optional) Apply weighted criteria first, then rank projects 

Step 4: Report Findings. Seek Consensus 

Report findings to tribal community and leadership 

Adjust rankings based on comments, as necessary 

Continue until reasonable consensus is reached 

Step 5: Put it All Together 

Finalize prioritized list into TTIP, Project Priority List, or both 

Report to Tribal Council . Request Tribal Resolution transmitted with 
list to funding agencies.  



For Further Reading 
• TITLE 25 – Indians. Part 170 – Indian Reservation Roads Programs. 

• Tribal Transportation Decisionmaking Series: 
http://www.fhwa.dot.gov/hep/tribaltrans/ 

• Tools for Land Use Planning, FHWA: 
http://www.fhwa.dot.gov/planning/landuse/searchrst.cfm?typetool=004  

• Indian Reservation Roads, Program Delivery Guide – A Manual for 
FHWA Program Agreement Tribes, FHWA, 2008: 
http://flh.fhwa.dot.gov/programs/irr/documents/irr-program-delivery-
guide.pdf 

• FHWA Glossary of Terms – Planning: 
http://www.fhwa.dot.gov/planning/glossary/glossary_listing.cfm 

• FHWA Glossary of Terms – Tribal: 
http://www.tribalplanning.fhwa.dot.gov/reference_glossary.aspx 
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