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Some of 
What You 
Will Learn

Here Today

• Steps required for comprehensive 
transit program development

• How to draft/review a 
Community Transportation Survey

• Tips for drafting Transit Plans & Feasibility 
Studies and/or hiring consultants for 

plan development

• Community engagement 

• Transit Committee member 
recruitment & retention

• Transit service planning



More of 
What You 
Will Learn

Here Today

• Moving from the Transit Plan or 
Feasibility Study stage to 

proactive implementation of 
service on the ground

• Overcoming common program 
challenges

• Brainstorming about how to do 
effective marketing of a new or 

existing tribal transit service
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https://www.nationalrtap.org/Tribal-Transit/Engaging-with-Tribes

Who I Am

https://www.nationalrtap.org/Tribal-Transit/Engaging-with-Tribes


Who You 
Are

• How many of you are Tribal Transportation Program Planners, 
Directors, or Program Managers?

• How many of you represent other tribal organizations?

• How many of you are from tribes with existing transit systems?
• How long has your system been in operation?

• How is your system funded?
• How many of you are from tribes with transit systems in the 

startup stage? 

• How many of you are from tribes interested in starting transit?
• How many of you are from tribes, which received an FTA 

5311(c) Planning Grant?

• What's the goal of your grant and how are you progressing on 
meeting your grant goals or objectives?



2019 National Tribal Symposium to Advance Transportation  Conference

• Survey of 95 tribes about transit services
• 48 Tribal interviews & 14 site visits
• Booklet and PowerPoint: 

Native Americans on the Move
• Available from National RTAP

• Guidebook for tribal planners
• Planning considerations
• Needs assessment
• Service planning
• Funding sources and approaches
• Implementation
• Sustainability
• Case studies

• Available at: http://www.trb.org/Main/Blurbs/166797.aspx

The Quintessential Tribal Transit Planning Guide

http://www.trb.org/Main/Blurbs/166797.aspx


Tribal Transit Program Planning Process

Planning & Local/Regional 
Prioritization

The FY18 5311 (c) NOFO indicates 
that the very first Selection Criteria 
topic that the Review Committee 

will consider is:

Your description of your tribe’s 
planning document and/or the 
planning process conducted to 
identify the proposed project

To obtain maximum points, your 
Tribe wants to provide a detailed 
answer & attach its Transit Plan.
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Transit Committee 
Recruitment & Retention 

Another way to engage both tribal governance 
& community members 

is by forming a Transit Committee.



Transit Committee 
Recruitment & Retention 



Tribal Transit Program Planning Process

Effective means of engaging 
sustained tribal governing body 

involvement in transit programs is 
through the transportation 

planning process

• Long-Range Transportation 
Plans should include transit 

activities to help obtain federal
funding

• LRTPs & Transit Plans detail 
connections between a tribe’s 
social and economic objectives 

& the transportation assets 
needed to achieve those goals
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Community Engagement

• Transit Plan Development Meetings

• Community Transit Surveys

• Transit Task Forces/Committees

• Transit Development Workshops
–Mapping & route planning exercises

• Review Tribal Transit Programs from 
Tribes of Similar Size/Demographics

• Sweat equity

• Match generation from local 
businesses



Transit 
Program 

Development
Community 

Partners

City 
Planners & 
Designers Public/Tribal 

Health 
Agencies

Social 
Equity 

Advocates

Private 
Partners

Tribal Govt
Schools 

& School 
Districts 

Chamber of 
Commerce

State & 
Federal 

Agencies

Existing 
Transit 

Providers

MPOs & 
COGs
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Potential Transit 
Partners & 

Stakeholders
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Gwichyaa Zhee Gwich'in Transit System

Early 
June 
2014

Fairbanks
North Star 
Borough

Donates 3 
Buses

Dec.
10,

2015

School Bus 
Purchase 
Inquiry

June 
26, 

2014

GZGTG
Finishes

Warehouse
Renovation 

to 
GZGTS Bus

Garage 

Dec.
15, 

2015

GZGTS 
Starts 
3 M - F 

Bus 
Shifts 
in Fort 
Yukon

Mid-
Sept. 
2014

Diesel 
Nurse 

Evaluates
&

Repairs 2 
Buses

End 
of 

Nov.
2014

GZGTS
Mission 

Statement 
& Rules 
Review
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Inventory of Existing Services

Step 1 :
Understand the 

existing 
transportation 
resources for 

transportation
in an area

May include a range of services 
provided by tribal transit systems, 
local or regional non-tribal transit 

providers, tribal programs operating 
transportation; e.g.,

• Head Start
• Community Health Representatives

• IHS
• carpooling or vanpooling resources
• human service agencies offering 

transportation services, 
• taxi services

• casino/tourist or employment 
transport, etc.
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Existing Level of Coordination…

…between departments or transit operators 
= critical to know 

before moving forward with evaluating transit program feasibility

Answering:
• How are these existing services operated?

• Who operates them?
• How are the services funded?

• Who uses the services?
• How many riders are using the services? 

will establish your community’s baseline conditions.

Also, identifying & understanding non-tribal transit services being 
provided will provide a picture of existing services in a region.
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You’ll Need to Research…

…Transportation and human services agencies’:

• vehicles and maintenance facilities
• dispatching capabilities and drivers

• planning staff and administrative facilities. 

Coordinated planning:

• maximizes various agencies’ planning staff, tools & data
• leverages other agencies’ insight, data & experience 

• solves transportation challenges.
• creates more responsive - less redundant transportation systems

• Identifies & fills service gaps
• develops cost-effective service to maximum number of constituents

Planning studies in the region
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Transportation Needs Assessment

The transportation needs assessment 
includes the following components:

• Demographic analysis
• Peer comparisons

• Community involvement

– Stakeholder interviews
– Public workshops or focus groups

– Surveys

Interview other tribes, locally,
regionally, or nationally to learn how 

other tribes are meeting similar 
transportation needs.

Step 2 :
Understand 

differences between
needs, wants & 
demand + the 

importance of each 
in the planning 

process
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Handout 1 
Community Transportation Survey Template
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Vision - Developing Strategic Goals & Objectives

Transportation goals & objectives usually are expressed
in terms of service priorities in 3 emphasis areas:

1. Service levels & types of trips
(which are critical, serious & optional travel needs)

2. Geographic areas within the community

3. Types of users (passengers or populations) needing 
priority treatment

Other typical goals are: 
• how services should be funded & priced

• how to engage community in transit improvement 
process.

Step 3 - Guide 
decisions on 
priorities &
what can be 

accomplished by 
a transit 
program
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Vision - Developing Strategic Goals & Objectives

Fiscal, political, administrative 
& geographic constraints 

must be understood 
at the very beginning of the process!

There is no point in planning a system
that cannot be implemented. 

Potential constraints on transportation 
services often focus on funding &
existing institutional structures.

Step 3 - Guide 
decisions on 
priorities &
what can be 

accomplished by 
a transit 
program
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Action Plan - Transit Service Planning
Transit service alternatives 

should reflect several possible levels of revenue. 
For example, alternative systems of different sizes 

with & without federal or state funding
and with or without additional local funds (i.e., 

match).

Following are the
primary types of transit service:

• Demand-responsive service
• Fixed-route service

• Deviated fixed-route service
• Checkpoint service

• Zone service
• Taxi service

• Carpooling or vanpooling

Step 4 - Design 
multiple 

alternative 
service options 
& identify their 
financial costs
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Action Plan - Transit Service Planning

Each detailed service design
should specify the following characteristics:

• Service characteristics directly related to users; e.g., service type, method of user 
activation, (demand-responsive, fixed schedule), assistance on vehicles, reservation 

time, routes, headways (if applicable), special equipment on vehicles, hours of 
operation & fares

• Operational system characteristics; e.g., # of vehicles (condition, age or
mileage), radio dispatch, vehicle-miles, passengers carried (including special needs 

user information) & # of personnel (including paid transportation
personnel, paid staff used primarily for other duties & volunteers)

• Administrative features; e.g., who will manage the service, who will supervise the 
manager & how services will be funded
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Action Plan - Transit Service Planning
Each detailed service design
should specify the following 

characteristics:

Service characteristics directly 
related to users; 

e.g., service type, method of 
user activation, (demand-

responsive, fixed schedule), 
assistance on vehicles, 

reservation time, routes, 
headways (if applicable), special 
equipment on vehicles, hours of 

operation & fares, etc.
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Action Plan - Transit Service Planning

Each detailed service design
should specify the following 

characteristics:

Operational system characteristics; 
e.g., # of vehicles (condition, age or

mileage), radio dispatch, vehicle-
miles, passengers carried (including 
special needs user information) & # 

of personnel (including paid 
transportation personnel & paid 

staff used primarily for other duties 
& volunteers)
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Action Plan - Transit Service Planning

Each detailed service design
should specify the following 

characteristics:

Administrative features; 
e.g., who will manage the 
service, who will supervise 

the manager & how services 
will be funded
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Action Plan - Transit Service Planning
Select preferred alternative.  

Selection/decision process can be accomplished
by general consensus, by detailed mathematical 

evaluations, or 
through a combination of these techniques:

Specify a set of evaluation criteria 
for choosing the best service design. 

Evaluation Criteria can include the following items:

• The numbers & types of riders served
• The extent to which local goals 

& objectives are achieved
• The operating, capital & administrative costs
• The anticipated revenues & their sources

• Specific implementation issues



Potential Transit Program Funding Sources

https://www.transit.dot.gov/grants

https://www.transit.dot.gov/grants
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Tips about Drafting 
Transit Plans/Feasibility 

Studies

• Identify/set aside/apply for funds 
needed to develop your plan.

• Find a couple of tribal (and rural) 
transit plans or feasibility from 

either a tribe, consultant, Council of 
Governments or Metropolitan 

Planning Organization you respect.

• Utilize those plans/studies as 
templates from which to build a 

plan that is specific to your 
community’s needs and goals.

• Be sure to refine the templates 
you’ve found to keep or delete 

elements that do or do not apply to 
your community.
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Tips about Drafting 
Transit Plans/Feasibility Studies



Tribal Transit Plans

Consider collaborating with other 
tribes, local governments, public and 

private stakeholders to develop a 
detailed, community-driven Tribal 

Transit Plan.

Be careful about hiring planning 
consultants to write your Tribal 

Transit Program grants.  Review their 
funding record &/or a sample grant.
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Why Work 
with a 

Consultant?

Many tribes that have successfully 
implemented transit programs 

followed plans that were developed 
with the assistance of consultants.

Consultants are able to:

• provide additional time & 
expertise unavailable to tribes 

internally

• Support tribes with minimal staff 
or transit planning expertise to 

develop a comprehensive transit 
plan within a reasonable time 

frame
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Tips for Working with Consultants

https://ctaa.org/

https://ctaa.org/
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Tips for Working with Consultants

• Define a scope of work to achieve the tribe’s desired goals & 
expectations for the consultant’s assistance. 

• Consultants may supplement staffing & provide expertise, 
but should not be relied on to set policy. 

• The policy & direction must be set by tribal members, then the 
consultant directed as to how to provide technical support. 

• A realistic budget should be set for the consultant contract 
based on the amount and complexity of the work to be done.
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Tips for Working 
with Consultants

• Research/find some high-quality 
Transit Plan/Feasibility Study RFP 

templates, then refine one specific
to the scope you’ve developed. 

• Proposals should be rated
based on qualifications, 

proposed project approach 
& specificity as to 

how the tribe’s goals will be met. 

• Select the consultant based on 
experience & qualifications – less on the 
price.  Low prices do not always reflect 

quality work!
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Tips for Working with Consultants

• Consultant Agreements should provide for 
regular updates, progress reports & interim 

project reports, so the tribe can review 
progress & the plan materials being developed. 

• Transit Committee also can assist with 
reviewing consultant work 

& meet with them periodically to help keep the 
project on track 
& provide input. 

• Work closely with the consultant & be 
responsive to ensure the plan meets tribal 

expectations & keep the project on its timeline.
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Implementation

Moving from the Transit Plan or Feasibility 
Study stage to proactive implementation of 

service on the ground requires detailed 
service and implementation plans.

A detailed service and implementation plan 
will include the following sections:

• Operation plan and service expectations
• Capital and operating cost projections

• Administrative/management plan
• Financial plan

• Monitoring/evaluation plan

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Operations

The plan should describe all services to be 
provided, including:

• functional service guidelines
• maps for fixed-route or demand-responsive 

services; 
• their hours & service days;

• restrictions, fares & eligibility;
• other facets related to 

service delivery & user needs;
and

• improvement focus areas identified earlier 
in the study.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Capital Costs

Estimated capital costs should include:
• the # & types of vehicles required to 

implement the preferred service 
alternative.

• Establish future capital needs for
vehicle replacement or expansion PLUS 

the radio, base station, or other necessary 
equipment purchases.

• Forecast ability of existing physical facilities 
to accommodate operations, 

administration & vehicle maintenance 
functions.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Administration/Management

The Administrative/Management Plan 
will describe:

• program structure
• responsibilities of the lead tribal department & 

all regional participants
• the management

structure for daily operations, reporting, planning,
& finance.

• Relationships among the existing regional 
service providers & stakeholders will be 

expanded 
or formalized based on input

& recommendations from those operators, 
stakeholders & the Transit Committee.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Financial Plan

• The Financial Plan provides a short- & long-
term budget for the system with 

administrative, operating & capital 
expenditures + funding revenue details. 

• Revenues are listed by source 
& matched to expenditures.

• The budget identifies the anticipated cost to 
the transportation provider & the general 

public +  all revenue sources, including local, 
state & federal funding.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Marketing

• An important issues is marketing the 
service & educating people on how to use 

it. 

Marketing the service should include:

• printing of brochures
• displaying of

schedules at local hotels, the Chamber of 
Commerce, medical offices, major employers, 

stores,
and social service agencies, etc.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Monitoring & Evaluation

A Monitoring & Evaluation Program helps the 
transit service track its efficiency & 

effectiveness in the future. 

Program should compare its most recent 
performance measures to national standards 

& the performance measures of peer tribal 
programs, as appropriate. 

Such performance measures 
typically include:

passengers per mile, passengers per
hour, cost per mile, cost per hour, etc.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Monitoring & Evaluation

Monitoring & Evaluation Plan should also 
detail how & when selected measures
need to be reported to Tribal Council 

or other agencies or regional
interests. 

Additional areas can be monitored; e.g.,:

safety, drug & alcohol testing, training, 
maintenance efficiency, service quality, 

organization effectiveness, levels
of customer satisfaction & budgeting 

efficiency.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Implementation - Monitoring & Evaluation

Conclude the Monitoring & 
Evaluation Plan with a section on 
the procedures that the system 

managers, governing body,
or advisory committee should use 

for amending or updating the
service plan.

Step 5 - Create a
detailed service 

plan for the 
preferred 

service 
alternative & an 

associated 
implementation 

plan
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Tribes face many challenges
in providing tribal transit services. 

Among the most common
challenges faced by tribal transit programs are:

• low-density and dispersed populations, 
• large service areas & long travel distances,

• dispersed destinations
• staff retention

• geographical constraints
• varying perceptions about what

groups can & should be served 
(i.e., territoriality & unwillingness to coordinate service)

• technical capacity

These challenges may directly affect the feasibility of 
specific services types; e.g., fixed-route with low density.

Overcoming 
Common 

Transit 
Program 

Challenges 
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Common Challenges:

• low-density and dispersed populations, 

• large service areas & long travel distances,

• dispersed destinations

• staff retention

• geographical constraints

• varying perceptions about what
groups can & should be served 

(i.e., territoriality & 
unwillingness to coordinate services)

• Technical capacity

Overcoming Common Transit Program Challenges 

Please share how 
your tribe or one 
with which you 

have familiarity has 
overcome common 
program challenges.
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Effective Tribal Transit Service Marketing

Marketing is 
Comprehensive!

Marketing functions include or 
influence just about every aspect

of a transit system
from the way the telephone is 

answered 
to the color of the vehicles. 
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Effective Tribal Transit Service Marketing

Small Group Activity

Using one of the three 
Case Studies, 

your group is the marketing 
consultant hired by Tribe A, B or 
C to develop a transit marketing 

mix that will work with that 
tribe’s budget, time, location, 

demographics & existing staff.

Handout 2 - Tribal 
Transit Marketing 

Case Studies
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State & Federal Contacts

http://www.aztribaltransportation.com/contacts.asp

http://www.aztribaltransportation.com/contacts.asp
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State & Federal Contacts

https://www.fhwa.dot.gov/planning/processes/tribal/contacts/contacts_state.cfm

https://www.fhwa.dot.gov/planning/processes/tribal/contacts/contacts_state.cfm


ADOT 
Transit 
Group
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Resources

https://www.nationalrtap.org/Tribal-Transit/Tribal-Transit-Program

https://www.nationalrtap.org/Tribal-Transit/Tribal-Transit-Program


Upcoming Event

Join National RTAP staff on June 27 - 28, 2022
in beautiful Flagstaff, Arizona for a two-day 

Tribal Transit Training Workshop.

The workshop will be available in-person and online via 
teleconference.  Registration is available at: 

https://www.eventbrite.com/e/national-rtap-tribal-transit-
training-conference-in-flagstaff-az-tickets-294064945167

The agenda will include PASS training, modules on rural and 
tribal service design, capital development/construction 

project management, website builder and GTFS overview, etc.  

https://www.eventbrite.com/e/national-rtap-tribal-transit-training-conference-in-flagstaff-az-tickets-294064945167


National Transportation in Indian Country Conference

https://www.nticc.org/

https://www.nticc.org/


National RTAP eNews

https://bit.ly/3v5c2N3

https://bit.ly/3v5c2N3
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Resources

• Federal Transit Administration's Regional Tribal 
Liaisons: http://www.fta.dot.gov/12305_15845.html

• http://www.ntionline.com/about_nti/about.php

• Transit Cooperative Research Program: 
http://www.trb.org/Publications/PubsTCRPPublicati
ons.aspx

http://www.fta.dot.gov/12305_15845.html
http://www.ntionline.com/about_nti/about.php
http://www.trb.org/Publications/PubsTCRPPublications.aspx


Feel free to contact:
Ms. Michia Casebier, President

M.G. Tech-Writing, LLC
Office Phone/Cellular: 928.369.8241

mgtecwtg@gmail.com
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