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Chugachmiut Project 
Abstract 
 

 Demonstration Grants for Indian Children and Youth  
Native Youth Community Projects 

 

1 
 

Project Title: Gwangkumcicestun Cutmen (The Way We Go Forward) 

Project Goals: 1) Increase career readiness and life preparedness for tribal youth; 2) Strengthen 

cultural and language identity for tribal youth; and 3) Improve school engagement and 

educational outcomes for tribal youth. 

Summary of Activities: The project will implement annual career camps, internships, a 

language summit, cultural learning events, and remote career readiness workshops. Activities 

will integrate cultural learning and Elder mentorship while supporting academic engagement, 

postsecondary preparation, and Tribal collaboration across four school districts serving high-

need youth in the Chugachmiut community. 

Project Objectives include expanding career experiences for Indian youth, hosting school-Tribal 

events like community learning spaces and opportunities for career mentorship, and integrating 

cultural and language learning into education programming.  

Expected Outcomes are improved career skills, increased FAFSA/scholarship submissions, 

strengthened Indigenous language learning, better school attendance and engagement, reduced 

absenteeism, and more youth reporting cultural connection and school relevance. 

Contributions Related to Research, Policy, and Practice: This project operationalizes a 

research-based Five Pillars framework—Culture, Connection to Place, Intergenerational, 

Identity, and Trauma Resilience—to guide culturally sustaining education for Alaska Native 

youth. It contributes to research on Indigenous learning systems, informs policy on Tribal 

education self-determination, and offers a replicable practice model aligning language 

revitalization, career readiness, and school engagement with Tribal priorities. The evaluation will 

use mixed methods inquiry to demonstrate the efficacy of project interventions and provide high-

quality feedback to Tribal groups who will oversee the executive planning of this project. In 

doing so, the project will cultivate deeper awareness of evidence supporting culturally grounded, 

barrier-removal-focused education in Tribal contexts and will disseminate these results to the 

public for replication in other spaces. 

Populations to be Served: Indian youth who attend schools in the communities of the Native 

Village of Port Graham, Native Village of Nanwalek, Qutekcak Native Tribe, Valdez Native 

Tribe, Native Village of Chenega, Native Village of Tatitlek, and the Native Village of Eyak. 

Primary Outputs: Career preparation event reports including annual camps; youth internship 

program reports; college and career preparation reports; 4 annual community event reports (plus 

an additional 1 per year after the first year) offered in partnership between schools and 

Chugachmiut; creation of a digital archive of Sugt'stun youth learning resources; reports on 

culturally responsive academic workshops. 

Subrecipient activities: None. 
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Project Summary 

Chugachmiut is requesting $2,323,858 in funding from the Office of Indian Education 

under the Native Youth Community Project grant opportunity for FY25 to fund project 

Gwangkumcicestun Cutmen (The Way We Go Forward) and advance career readiness, life 

preparedness, and cultural identity projects for the Native youth in our region. 

Chugachmiut is an Alaska Native Tribal Consortium advancing the self-determination 

efforts of five federally recognized Alaska Native Tribes in the Chugach Region: the Nanwalek 

IRA, Port Graham Village Council, Native Village of Eyak, Tatitlek IRA, and Chenega IRA. 

Chugachmiut’s consortium also includes two federally unrecognized Tribes, the Valdez Native 

Tribe and the Qutekcak Native Tribe, which serve the Native communities in the region’s larger 

“road system” semi-rural communities of Valdez and Seward, respectively. 

Gwangkumcicestun Cutmen will organize youth workshops and other events, facilitate 

outreach and communication with community agencies, and bring together a Native community 

in cultural ceremony and traditional experiences. This will advance the goals and objectives of 

the NYCP program by providing a robust career readiness program for Native youth who attend 

school in the Chugach geographic region, fostering partnerships between tribal organizations and 

school organizations, and conducting a rigorous evaluation throughout the project. 

Absolute Priorities 

 Gwangkumcicestun Cutmen addresses the absolute priorities of the Office of Indian 

Education NYCP FY25 grant competition through the following aspects: 

1. Geographic Location: Eligible students who may be served by this project are defined 

as students who reside in the Tribal communities of Nanwalek, Port Graham, Qutekcak 

(Seward), Chenega, Tatitlek, Suacit (Valdez), and Eyak (Cordova). The geographic region 
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is also referred to as the Chugach Alaska Native region, as defined by the Alaska Native 

Settlement Claims Act. 

2. Ensuring Indian students are prepared for college and careers: The project’s goals, 

objectives, and outcomes on pages 14-17, a logic model on page 35, and a theory of 

change model on page 35 all demonstrate the intervention activities’ strong design for 

preparing Indian Students for college and careers. 

3. Informed by evidence: The extensive literature review summarized on pages 12, 13, and 

36 of this proposal highlights five pillars of Indigenous Education as well as connections 

between the activities and proposed outcomes. The evidence basing this project’s 

intervention components justify that the proposed activities of this project will lead to 

improving outcomes of college and career readiness. 

4. Focused on barriers with a community-based strategy: The evidence of this project 

examines barriers in the Chugach community that are common in Indian Education at 

large – such as barriers in cultural responsiveness and lack of public school engagement 

with Tribal infrastructure – as well as barriers unique to the remote conditions of the 

Chugach Tribal communities. The project incorporates many elements of community-

based feedback loops and co-design, including direct project oversight by a Tribal 

governing body, partnerships with local school districts, and meaningful interactions with 

community feedback used for reiteration and designing future elements of the grant. 

5. Designed and implemented through a partnership of various entities: Chugachmiut 

naturally acts as a partner with our seven constituent tribal councils, cross-pollinating our 

services with theirs and collaborating toward a common mission of advancing the social 

services of our Tribal community. This project is also proposed with letters of support 

from the public school districts that serve our Tribal youth. If the project is awarded, the 

 
PR/Award # S299A250094

Page e12



   

Project Narrative   Gwangkumcicestun Cutmen (The Way We Go Forward) 

Page 4 of 42 
 

school districts will work in partnership with Chugachmiut coordination efforts to 

improve the outcomes of the Tribal and school district communities. 

6. Led by an entity that is eligible and demonstrates the capacity: If awarded, the 

project will be administered by Chugachmiut, an Alaska Native Tribal Consortium. 

Chugachmiut’s education programs have been operating since its first Alaska Native 

Education Grants were awarded in 2000 and have been operating as a Tribal Education 

Agency (TEA) since 2021. Chugachmiut has served a portfolio of education grants from 

the US Department of Education, the Department of Interior, the Department of Health 

and Human Services, and many community-based partnership projects for decades. 

Chugachmiut’s administration will provide full-service technical support to ensure this 

project’s success, including serving the project with expert assistance in grant accounting, 

information technology support, making travel arrangements, and performing auditory 

requirements. Chugachmiut serves more than $20 million annually in grants and has been 

considered a low-risk auditee on all recent grant audits. 

Requirements of the NYCP Program 

This full project narrative includes highly detailed accounts of Chugachmiut’s fulfillment 

of the application requirements. The table below references page numbers where each NYCP 

program component is demonstrated by this narrative. 

Tribal and 

Family 

Involvement 

Pages 9 and 18-24 describe the family outreach, wrap-around supports, 

and integration of community input built into the project design. 

Evaluation Plan 

Pages 21, 32, 37, and 40-42 of the narrative outline how the formative and 

summative evaluation systems will provide steering, assess impact, 
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communicate results, and develop improvements to the program through 

structured reporting to the Tribal oversight bodies and project staff. 

Evidence-Based 

and Culturally 

Appropriate 

Pages 12, 13, and 36 include a full literature review that discusses the 

theoretical framework of Five Pillars of Indigenous Education and 

extensive documentation of these theories’ practical tie-ins to the 

outcomes proposed in this project. 

Project 

Sustainability 

Post Grant 

Page 26 provides a process for sustaining project components after federal 

funding from the Office of Indian Education ends, including integrating 

into Tribal infrastructure and ongoing partnerships. 

Needs 

Assessment or 

Other Data 

Analysis 

Pages 7-10 reference community-identifies needs through local data and 

educational performance metrics. Pages 18-20 provide additional data 

analysis to support program intervention design. 

Signed 

Partnership 

Agreements 

Our attachments package includes the Resolution 25-12 from seven Tribal 

Councils and Letters of Support from community agencies that serve 

Chugach students, all in support of joining a partnership consortium of 

this project. Page 22 describes the process in which the program will 

continue these with formal Memoranda of Understanding from grant 

partnership parties. 

 

Project Plan 

with Measurable

Objectives 

Page 14-17 lays out the goals, objectives, and intended measurable 

outcomes of the project design. Page 22-26 includes the activity plan and 

milestones to achieve the objectives, and page 27-29 includes the roles 

and responsibilities of the project staff necessary to reach these objectives. 

Assurance that 

funds will be 

used to 

Our attachments package includes letters of support from the Kenai 

Peninsula School District justifying the need for services due to lack of 
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supplement 

other program 

funding 

funds after district-wide budget cuts have removed the options. Page 13 of

this narrative affirms the assurance that funds will be used to supplement, 

not supplant, other program funding. 

 

Competitive Preference Priorities 

Gwangkumcicestun Cutmen is eligible for consideration under NYCP FY25 Competitive 

Preference Priority (CPP) 1 and 3. The project is ineligible for CPP 2 due to the eligibility for 

competitive preference points under CPP1. 

• 

 

CPP 1: Tribal Lead Applicant. Chugachmiut is a Tribal Organization operating with 

oversight by five federally recognized Indian Tribes and two other Alaska Native Tribes 

who comprise our Board of Directors. This project is commissioned with Tribal consent 

with Chugachmiut Board Resolution 25-12 and will receive its strategic oversight by the 

Chugachmiut area Tribal Councils throughout its progress. 

• CPP 3: Improving Educational Opportunities and Achievement of Indian Children 

and Youth. This project meets both conditions of CPP3 for providing education 

opportunities in Early Learning as well as career readiness. 

o Early Childhood Education programs: Chugachmiut operates a Tribal Head 

Start facility in Nanwalek and Port Graham and will develop Tribal Head Start 

centers in three additional communities during the term of this project. Funds 

from the NYCP project will support the Head Start project by arranging youth 

mentorships with Tribal Head Start Facilities, fostering career exposure and 

experience serving tribal community organizations. These plans will advance the 

mission of Chugachmiut’s Tribal Head Start to prepare young children to make 

sufficient academic growth by the end of grade 3. 
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o Partnership projects between schools and local businesses for career 

preparation programs: Chugachmiut’s Tribal Education Agency operates 

partnership agreements with four school districts in the region, the Kenai 

Peninsula School District, the Chugach School District, the Valdez School 

District, and the Cordova School District. This project will emphasize the 

partnership between Tribal and public-school services and will offer up to 20 

programs for youth, co-developed with school leaders, that highlight career 

readiness and prepare Indian children to make an effective transition from school 

into a high-skill career. Due to the remote geography of our community, the local 

employers in the community are often very limited, but this project plans to 

network the Chugachmiut Education Department with the other Tribal agencies – 

including Head Start, administrative services, and information technology – to 

arrange high-skill career development for Tribal youth throughout the project 

period. 

Project Proposal 

(a) Need for Project 

1. Magnitude of the need for the project 

The Chugachmiut Tribal Consortium serves seven Alaska Native Tribes across the Chugach 

region of Alaska, where youth face persistent educational and career readiness challenges rooted 

in systemic barriers and geographic isolation. Gwangkumcicestun Cutmen responds directly to 

the results of a 2024 community-wide education survey, completed by over 70 community 

members, including educators, families, and Tribal leaders. This survey identified two urgent 

areas of concern: (1) the lack of culturally integrated education in schools and (2) the need for 
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meaningful local career preparation for Native youth. These findings reflect a longstanding 

disconnect between traditional ways of knowing and institutional educational practices. 

Quantitative student outcome data underscore how these issues are affecting school 

performance as well. The Chugachmiut region includes four school districts – the Kenai 

Peninsula Borough School District, the Chugach District, the Valdez School District, and the 

Cordova School District. School report cards from the Alaska Department of Education and 

Early Development for these districts shows chronic absenteeism rates exceeding 30% and 

student proficiency scores on standardized tests falling below state averages by more than 50% 

in many core subjects such as reading, writing, and math (Alaska Department of Education and 

Early Development, 2023). These outcomes are especially concerning given that Alaska Native 

students already face one of the widest achievement gaps nationally (National Center for 

Education Statistics, 2023). 

Further, the Alaska Association of School Boards' School Climate and Connectedness 

Survey, which is implemented voluntarily by school districts statewide, reveals disparities that 

inform the need for this project. The survey statewide reveals that Native students report feeling 

disconnected from their culture and identity while at school at nearly double the rate as non-

Native peers. The underlying perspectives about cultural disconnection contribute to 

disengagement and diminished motivation of students. These layered educational disparities 

limit academic success and long-term career outcomes for Tribal youth. 

2. How gaps or challenges will be addressed 

Gwangkumcicestun Cutmen addresses four interrelated areas of need, as identified through 

community input, regional data, and past program implementation. The logic model, discussed 
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on page 34, shows how these needs connect together with the proposed interventions and lead to 

measurable outputs and long-term outcomes. 

Inadequate Career Preparation Opportunities for Rural Native Youth 

Need: Community surveys in 2024 reveal overwhelming concern about the lack of career 

readiness programs accessible to youth in remote communities. Local schools have limited 

capacity to provide hands-on career exploration or skill-building. 

Response: Gwangkumcicestun Cutmen will host annual Youth Careers Camps, providing direct 

exposure to career pathways including welding, medical technology, construction trades, and 

administrative work. The camp will incorporate skill-building workshops, resume development 

sessions, and visits to regional workforce centers such as the Alaska Vocational Technical Center. 

The project will also create Chugachmiut professional internships in departments such as 

Information Technology and Head Start Early Childhood Education. These paid, mentored 

positions will provide real job experiences with professionals serving Tribal communities and 

will lead to obtaining career credentials and establishing local pathways into the workforce or 

further education. 

Lack of Culturally Integrated Learning Opportunities 

Need: The Alaska Association of School Boards’ School Climate and Connectedness Survey 

reveals that high proportions of Native students feel culturally disconnected from their 

educational environments. 

Response: The project will host culturally related events and will ensure that outreach, 

communication, planning, and administration of activities are based on cultural knowledge. 

Furthermore, activities of the grant will engage with school and Tribal communities, facilitating 

traditional knowledge sharing and community ceremonies in programming events. 
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Disruption of Continuity Due to the Ending of Prior Funding 

Need: Gaps are forming in opportunities for student engagement because grant programs are 

reaching their end term, impacting the termination of programs like Native Youth Olympics and 

the Chugachmiut Language Summit. 

Response: NYCP funds will level up these opportunities with a new career-focused agenda 

while still maintaining their empowerment components related to community-based learning. 

The project will sponsor events and school-based career readiness workshops with local school 

districts and Tribal organizations, ensuring that costs are covered, such as student travel to 

career-relevant opportunities outside of their rural communities, stipends for experts to 

participate, and materials to administer these events. 

Chronic Absenteeism and Low Academic Engagement 

Need: State school report cards show below-average attendance and proficiency in many of the 

13 schools in the region, leading to gaps in academic engagement. 

Response: The project’s immersive camps and internship opportunities will act as motivating, 

high-interest experiences that re-engage youth in their learning journey. These events will be 

used strategically throughout the year to align with school goals and encourage school-day 

attendance by tying participation to progress. 
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3. Focus on addressing the needs of underserved populations 

Chugachmiut’s population includes seven Tribal communities: the Native Village of 

Nanwalek, the Native Village of Port Graham, the Native Village of Eyak, Tatitlek IRA, Chenega 

IRA, Valdez Native Tribe, and the Qutekcak Native Tribe. These are considered underserved by 

the definitions of the US Department of Education for several reasons. All seven of our 

communities are rural, five are remote and off the highway, and access to education opportunities 

is severely limited. When compared to general populations, American Indian/Alaska Native 

(AIAN) youth tend to be disproportionally represented in school discipline, face higher 

enrollment in special intervention programs, have lower rates of retention and graduation, and 

lack access to an adult educator/mentor with their cultural background (Deyhle & Swisher, 1997) 

In the broader context of the state of Alaska public education system, 75% of AIAN youth have 

standardized assessment scores qualifying them for “needing support;” this is more than doubly 

prevalent of the same statistic for non-AIAN youth at only 37% (Alaska Department of 

Education and Early Development, 2024). 

A working assumption for the unmet needs of the AIAN youth is the lack of cultural 

connections in their main school programming. Statewide figures from the Association of Alaska 

School Boards show drastically lower rates of feeling belonging in school and low rates of 

feeling like the school represents their culture. Only 35% of AIAN students responded favorably 

regarding the questions about “supporting their cultural identity,” and only 66% of youth self-

rated positively on a social-emotional skills assessment. (Alaska Youth Risk Behavior Survey, 

2019). 
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Evidence That These Interventions Will Address the Needs: 

This project design also draws on more specific evidence-based strategies aligned with 

research in Native youth development and culturally relevant pedagogy: 

• 

 

 

 

Career camps and internships have been shown to significantly improve career readiness 

and postsecondary transitions in Indigenous youth when combined with cultural identity 

support (Guillory & Wolverton, 2008; Demmert, 2001). 

• Language and culture summits build protective factors and community belonging, shown 

to correlate with reduced drop-out rates and increased persistence (Brayboy et al., 2012). 

• The integration of Elders and intergenerational mentorship is a best practice in Tribal 

education that fosters continuity, pride, and motivation (McCarty & Lee, 2014). 

• Industry based education programs, like paid internships with mentorship and access to 

career credentials, are known to increase workforce entry and higher education 

participation among underserved populations (U.S. Department of Education, 2017). 

Indigenous Praxis in Education: A Philosophy of Whole Learning 

In meeting the needs of the underserved youth, this project centers the evidence-based 

practices of whole learning/Indigenous pedagogy experts. Indigenous pedagogy is holistic, 

representing the identity and person in learning and addressing their physical, emotional, mental, 

and spiritual well-being (Ragoonaden & Mueller, 2017). While Indigenous pedagogical practices 

vary from place to place, as each place has its own environmental knowledge, commonalities 

exist in the literature as the basis for the philosophy of this project. These commonalities are 

referred to as Five Pillars of Indigenous Education. 
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1. 

 

 

 

 

Place-Based Learning: (Barnhardt & Kawagley, 1999). PBL incorporates the resources, 

challenges, and perspectives of one’s place as integral components of their learning 

success. 

2. Community-Based Learning: (Henderson & Mapp, 2002; Smith & Sobel, 2010). 

Schools that bridge the gaps between their classrooms and place/community create more 

supportive learning environments, leading to markedly improved student achievement. 

3. Culturally Responsive Education: (Riley et al., 2004). Classrooms that center solid 

relationships between the school’s resources and the identities and knowledges of the 

people who make up the classroom perform more strongly on assessments. 

4. Identity-Based Education: (Minor, 2020; UDL Guidelines 3.0, 2024) Recent studies are 

acknowledging overwhelmingly that identity is one of the cornerstones in uplifting the 

classroom experience for underserved student populations. 

5. Trauma-Responsive Interventions: (Hammond, 2014) More successful school or social 

service interventions tend to address trauma factors, even when the interventions are not 

directly intended as a relief from traumatic factors. For example, school programs with 

trauma-informed practices are more likely to meet their goals and objectives. 

Assurance that the Project Supplements—not Supplants—The Services that Meet These Needs 

This project affirms that funds received through the NYCP grant will be used solely to 

supplement existing educational programs and services, and will not be used to supplant state, 

local, Tribal, or other federal funds that are also seeking similar objectives. The needs above 

have led to the development of proposed activities, designed to enhance and expand the reach of 

existing initiatives, fill service gaps identified through community needs assessments, and 

support culturally relevant programming that would otherwise not be possible without this 

federal investment. 
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The proposed interventions will build on—rather than replace—current programs, ensuring 

that NYCP resources provide added value in alignment with the unique educational and cultural 

needs of our Tribal communities. Financial records and program documentation will be 

maintained to demonstrate compliance with this supplement-not-supplant requirement. 

(b) Quality of Project Design 

1. Goals, objectives, and outcomes of this project 

Goal 1: Increase 

Career Readiness 

and Life 

Preparedness for 

Tribal Youth 

Obj 1.1: Host career preparation events for 60 Native youth per year 

that offer workshops on job skills, resume development, and exposure to 

high-demand career fields. 

Obj 1.2: Place 2 youth annually in paid internships with Chugachmiut 

departments (e.g., Tribal Information Technology and Tribal Head Start) 

and oversee mentorship and credential development opportunities. 

Obj 1.3: Increase youth knowledge of postsecondary and vocational 

pathways, as measured through 50 pre/post surveys and completed 

college and career preparation forms (e.g., FAFSA, SAT, etc). 

Outcomes: 

• 

 

 

At least 90% of Youth Careers Camp participants will report improved skills in resume 

writing, interview skills, and one technical skill area on annual self-reported surveys. 

• At least 75% of camp participants will demonstrate increased knowledge of high-

demand career fields by comparing pre- and post-surveys each year. 

• By the end of each internship term, 80% of youth interns will have completed a career 

credential or certification (e.g., IT, childcare, first aid). 
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• At least 90% of interns will report increased self-confidence and career direction in 

post-internship evaluations. 

• FAFSA or scholarship forms will be submitted by 70% of eligible participants 

annually, supported through NYCP programming. 

Goal 2: Strengthen 

Cultural and 

Language Identity 

Among Youth 

Obj 2.1: Host an annual Language Summit that brings 20 youth 

together to co-learn the Sugt’stun language and cultural practices with 

regional Elders and expert speakers. 

Obj 2.2: Integrate at least 3 culturally grounded learning activities into

100% of NYCP services each year, and assess youth cultural 

engagement through pre- and post-camp surveys. 

 

Obj 2.3: Increase the number of youth who report they are more 

comfortable speaking or learning their Native language by 20% over 5

years. 

 

Outcomes: 

• 

 

 

Each year, 60+ youth will participate in community-based events, with 90% reporting 

more awareness and experience with their language and opportunities with learning 

from Elders. 

• Each year, 85% of Language Summit participants will report an increased sense of 

cultural pride and connection on post-event surveys. 

• By Year 5, the number of youth reporting regular engagement with their Native 

language (speaking or learning weekly) will increase by at least 20% from baseline. 
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• 

 

By Year 5, the number of youth who respond favorably on the Alaska Association of 

School Boards Climate and Connectedness survey for school cultural proficiency will 

increase by at least 20% from baseline. 

• A digital archive of Sugt'stun youth learning resources (songs, stories, interviews) will 

be created and updated annually, with contributions from at least 25 youth each year. 

Goal 3: Improve 

School Engagement 

and Educational 

Outcomes for 

Tribal Youth 

Obj 3.1: Improve program participation data and core academic 

outcomes for career readiness by 5% year over year for participating 

students. 

Obj 3.2: Improve participation in in-school and community-based tribal 

workshops with public school partners by 3 new opportunities in year 1 

and 1 new opportunity each year after. 

Obj 3.3: Reduce school chronic absenteeism among participants by 5% 

year over year. 

Outcomes: 

• 

 

 

Participants in NYCP activities will show a 10% improvement in school attendance by 

the end of Year 5, tracked via school records and program rosters. 

• 75% of participating professional staff (e.g., teachers, community experts) will indicate 

improved school engagement by completing surveys of their opinion of school 

programs and cultural responsiveness, annually 

• 4 annual community events (plus an additional 1 per year after the first year) offered in 

partnership between schools and Chugachmiut, reaching 60+ youth each year (e.g., 

Native Youth Olympics, Language Week, etc.) 
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• Chronic absenteeism among NYCP youth will be reduced by 25% by Year 5, based on 

baseline school attendance data. 

• 80% of youth surveyed will report feeling that school is more relevant to their lives and 

futures as a result of NYCP programming. 

These goals are designed to be measurable and ambitious in their alignment with the 

NYCP’s purpose of improving college and career readiness for Native youth. Each goal is 

supported by clearly defined outcomes that utilize both quantitative metrics (e.g., attendance 

records, credential completions, survey results) and qualitative feedback (e.g., self-reported 

identity growth, cultural engagement). The goals will be assessed with clear tracking of progress 

over the five-year project period. The goals are ambitious in their aim to address longstanding 

disparities in education, career access, and cultural connection by committing to tangible 

outcomes. Some ambitious goals that we feel confident in meeting include a 25% reduction in 

chronic absenteeism, a 20% increase in language engagement, and high levels of postsecondary 

planning support, due to the interventions the program will provide. 

Furthermore, the goals are achievable given the existing organizational infrastructure of 

Chugachmiut, established Tribal partnerships, and deep integration of cultural values into all 

program elements. The efficacy of our approach is supported by literature on culturally 

responsive education (Gay, 2018; Paris & Alim, 2017) and rural community-based career 

pathways (Jobs for the Future, 2024), which show the connection between identity, mentorship, 

and place-based relevance concerning school improvement. The project aligns with these 

evidence-based strategies through our approaches to staffing, program development, partnership 

development, and outreach, and we aim to reflect the lived needs of Tribal youth in the Chugach 

region. 
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2. Meaningful community engagement and input 

Community-Driven Design of Goals, Objectives, and Activities 

The development of Gwangkumcicestun Cutmen’s goals and objectives is rooted in extensive 

community consultation and reflection, aligning with Chugachmiut’s core value of Tribal self-

determination. Beginning in 2023, the Chugachmiut Tribal Education Department (CTED) 

launched a region-wide engagement initiative to gather input from Elders, youth, parents, 

educators, and Tribal leaders. This process included: 

• 

 

 

Feedback from all participants at the 2024 and 2025 Chugachmiut Youth events, which 

brought together high school students from across the region, to identify learning, 

identity, and career development priorities. 

• Surveys and interviews conducted with educators and school administrators to assess 

gaps in existing supports and identify opportunities for culturally relevant partnerships. 

• Consultations with Tribal Councils and the formation of the Chugachmiut Tribal 

Education Committee (CTEC) to synthesize feedback and prioritize emerging goals for 

future development of the Chugachmiut programs. The CTEC will be the main 

community-based oversight committee for the duration of this NYCP project. 

The themes that emerged from our community listening process shaped every dimension of 

the project design: 

• Career Readiness and Life Preparedness emerged as a central concern among both youth 

and families, particularly the lack of exposure to career paths beyond the village and the 

need for real-world skills. In response, the project prioritized internships, skill-building 

camps, and postsecondary planning supports as concrete activities tied to long-term 

goals. 

 
PR/Award # S299A250094

Page e27



   

Project Narrative   Gwangkumcicestun Cutmen (The Way We Go Forward) 

Page 19 of 42 
 

• 

 

 

 

Cultural Identity and Language Revitalization were consistently named as foundational to 

youth well-being and long-term resilience. Youth expressed a strong desire to reconnect 

with Elders and Sugt’stun speakers, while parents emphasized the role of culture in 

preventing substance abuse and promoting school success. This feedback directly 

informed the inclusion of annual Language Summits, cultural activities embedded in 

every NYCP camp, and the measurable language proficiency goals. 

• Academic Engagement and Belonging in School were raised as persistent concerns by 

both school staff and families. Youth described experiences of disengagement and 

cultural mismatch in school environments. This led to the integration of in-school 

workshops, community-based learning opportunities, and regular progress tracking of 

school attendance and academic outcomes. 

• Meaningful Intergenerational Connection surfaced as a unique and powerful theme across 

sessions. Many Elders and youth expressed the need for deeper, more intentional learning 

across generations. This led to the project’s emphasis on co-learning models, mentorship 

structures, and the annual Cultural Calibration Review to guide intergenerational 

curriculum development. 

• Governance and Oversight by Tribal Entities was seen as a necessary shift to ensure that 

education programs reflect Tribal values, timelines, and priorities. Over 90% of 

respondents indicated that they would prefer new programs in the community to be run 

by either the Tribe or Chugachmiut, instead of the public school or local government 

authority. A respondent indicated their reasoning for this answer is that they understood 

the Tribal Council or CTEC bases their decision-making, data interpretation, and project 

accountability on the perspectives of Native community members. 
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Tribal Education Committee Oversight 

Central to all operations of the CTED is the Chugachmiut Tribal Education Committee 

(CTEC), a standing body composed of Tribal representatives from each constituent community. 

The CTEC will meet quarterly with project staff members to review project reports, provide 

cultural and strategic guidance, and approve key programmatic shifts. These meetings will serve 

as structured opportunities for Tribal leadership to engage directly with project staff, shaping 

program direction based on real-time feedback from their communities. Additionally, CTEC 

members will be supported with training in data interpretation and culturally responsive 

evaluation frameworks to ensure meaningful participation in decision-making. 

Two-Way Reporting and School Collaboration 

To foster transparency and trust, the project will implement a multi-directional 

communication strategy between schools, project staff, and families. Project staff will share 

semi-annual community updates that include plain-language summaries of program outcomes, 

youth participation, and upcoming goals. These reports will be presented at community-based 

events and Tribal Council updates, allowing families and local leaders to voice suggestions and 

concerns in culturally familiar formats. 

In the other direction, school partners will provide regular updates on academic and 

attendance indicators for participating youth. Through memoranda of understanding, schools will 

designate a staff member to meet regularly with project staff, ensuring alignment with local 

school improvement plans and identifying shared priorities. This close integration also allows for 

adaptive, school-specific interventions based on emerging needs. 
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Iterative Feedback Cycles and Continuous Improvement 

To ensure continuous improvement, the project will incorporate formal feedback loops at key 

intervals: 

• 

 

 

 

Post-event surveys and focus groups with youth and parents following each major 

program activity (e.g., camps, summits, internships). 

• Annual Youth Listening Sessions, where participants reflect on their experiences and 

propose program improvements directly to staff and Elders. 

• A Cultural Responsiveness Review, conducted every summer with Elders, language 

bearers, and CTEC representatives, and led by an independent evaluator, to assess the 

project’s alignment with cultural goals and recommend refinements. 

• A Mid-Year Checkpoint Evaluation led by an independent evaluator to assess 

implementation fidelity, participant outcomes, and make course corrections before the 

year-end review. 

Feedback collected through these mechanisms will be synthesized into an Annual 

Community Engagement Report, which will be shared broadly and used as the foundation for 

goal setting and redesign at the start of each program year. 

Culturally Aligned Engagement Practices 

Recognizing the unique cultural contexts of the Chugach region, engagement practices will 

center relational accountability and circular knowledge sharing, rather than extractive or one-

time consultations. Project staff will be trained in Indigenous facilitation strategies and collective 

feedback production to help surface community priorities in ways that honor intergenerational 

knowledge and diverse worldviews. 

3. Implementation and evaluation plan  
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This project’s implementation and evaluation strategy is designed not only to ensure effective 

delivery of services to Tribal youth but also to generate valid, reliable, and transferable data that 

can guide replication for meeting these objectives by other Tribal communities. The plan is 

rooted in Indigenous research methodologies, continuous improvement and feedback cycles, and 

a commitment to transparency and two-way communication with Tribal stakeholders. 

This project will take place from October 1, 2025-September 30, 2030 

Activity Plan 

The first year of the project plan will include a startup and administrative milestone 

tracker to ensure that the components of the project move smoothly as the program begins: 

Project Startup and Administrative Milestones (Year 1) 

Milestone Deadline Notes 

Sign MOU with school district 

partners 

November MOU governing the community-

school-tribal collaborations and the 

need for career services 

Hire Project Coordinator November Complete hiring process and 

orientation 

Develop an Independent Evaluator 

contract 

November The contracting process can begin 

when the GAN is awarded 

Develop a NYO coaching contract 

with 4 school districts 

December Coaching for NYO should begin in 

January 

Communication Plan developed 

and submitted to CTEC 

January All elements of the five-year project’s 

communication outreach will be 

finalized by this plan 
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Milestone Project Updates to CTEC Quarterly Project staff will send reports to the 

CTEC quarterly 

The project will also commence through the full five years by following the following 

milestone trackers regularly throughout the five-year project: 

Project Evaluation Milestones, Repeating Each Fiscal Year 

Milestone Deadline  Notes 

Baseline student data collected January Surveys, interviews, school academic 

data review, collected 

Formative Evaluation feedback 

session #1 

March Eval. to deliver a synthesis of baseline 

data to CTEC and project staff 

Annual Evaluation Report 

Submitted 

August Full Year 1 Evaluation report submitted 

to CTEC and project staff 

End-of-year reflection and planning 

meeting 

September Plan adjustments to upcoming year’s 

value based on lessons learned 

Career Readiness Workshop Activities, Repeating Each Fiscal Year 

(event choices should be reiterated based on the evaluation, every year) 

Note: Can flexibly deliver via Zoom or other digital conferencing platforms. 
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Milestone Deadline Notes 

Setting Goals and Finding Your 

Purpose 

October Career planning, self-determination 

Identity and Personal Strengths in 

Career Development 

November Cultural identity and career exploration 

Communication Skills for Success January Speaking, listening, and collaboration 

skills 

Exploring Career Paths: Traditional 

& Modern 

February STEM, Trades, Cultural careers 

Resume building and Professional 

Documents 

April Resumes, cover letters, online 

portfolios 

Financial Literacy: Money 

Management Basics 

May Budgeting, banking, financial aid 

Interviewing skills and workplace 

etiquette 

July Internship prep, professional skills 

Entrepreneurship and leading your 

community 

September Business skills, community leadership 

In-Person Youth Events, Occurring Each Fiscal Year 

Milestone Deadline Notes 

Native Youth Olympics January-April 25 student athletes. Practices begin in 

January, annual championship is in 

April. 

“Our Languages” Annual Youth  

and Elders Summit 

February 20 youth attendees. Sugt’stun and 

dAXunhyuuga’ cultural and language 
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with presentations from career 

language providers. 

Youth Leadership Summit June or July 12 youth attendees. Leadership, career, 

and cultural identity development with 

an intensive summit in Anchorage. 

Internship Program June, July, or 

August 

2 student placements with tribal 

offices, community organizations, or 

businesses 

 Lastly, the project will include closeout milestones in the fifth year to fully document and 

report on the completion of the project’s objectives and inform the community and peer groups 

about replicability. This closeout activity planner will also include the continuation of 

intervention components through applying for additional grant funding after the NYCP project 

funds expire. 

Project Closeout and Replicability, Sustainability Milestones (Year 5) 

Milestone Deadline Notes 

Engage with Tribal stakeholders 

and community events and develop 

systems of program continuation 

post-NYCP grant resources 

November 

2029 

Round-table discussions with school 

districts, Tribal council administrations, 

and other community stakeholders to 

assess lost programming with grant 

termination and opportunities to 

continue with additional funding. 
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U.S. DEPARTMENT OF EDUCATION 
BUDGET INFORMATION 

NON-CONSTRUCTION PROGRAMS

OMB Number: 1894-0008

Expiration Date: 08/31/2026

Name of Institution/Organization

Chugachmiut

Applicants requesting funding for only one year should complete the column under "Project 
Year 1."  Applicants requesting funding for multi-year grants should complete all applicable 
columns.  Please read all instructions before completing form.

SECTION A - BUDGET SUMMARY 
U.S. DEPARTMENT OF EDUCATION FUNDS

Budget Categories Project Year 1
(a)

Project Year 2
(b)

Project Year 3
(c)

Project Year 4
(d)

Project Year 5
(e)

Project Year 6
(f)

Project Year 7
(g)

Total
(h)

1. Personnel 78,000.00 80,730.00 83,556.00 86,480.00 89,507.00 418,273.00

2. Fringe Benefits 27,300.00 28,256.00 29,244.00 30,268.00 31,327.00 146,395.00

3. Travel 67,034.00 67,034.00 67,034.00 67,034.00 67,034.00 335,170.00

4. Equipment 0.00 0.00 0.00 0.00 0.00 0.00

5. Supplies 3,500.00 700.00 700.00 700.00 700.00 6,300.00

6. Contractual 161,000.00 156,925.00 156,900.00 156,900.00 161,025.00 792,750.00

7. Construction 0.00 0.00 0.00 0.00 0.00 0.00

8. Other 19,880.00 19,880.00 19,880.00 19,880.00 19,880.00 99,400.00

9. Total Direct Costs   
(lines 1-8)

356,714.00 353,525.00 357,314.00 361,262.00 369,473.00 1,798,288.00

10. Indirect Costs* 80,974.00 80,836.00 82,018.00 83,242.00 84,921.00 411,991.00

11. Training Stipends 0.00 0.00 0.00 0.00 0.00 0.00

12. Total Costs  (lines 
9-11)

437,688.00 434,361.00 439,332.00 444,504.00 454,394.00 2,210,279.00

*Indirect Cost Information (To Be Completed by Your Business Office):   If you are requesting reimbursement for indirect costs on line 10, please answer the following questions:

ED 524

(1)       Do you have an Indirect Cost Rate Agreement approved by the Federal government? Yes No

(2)       If yes, please provide the following information:

Period Covered by the Indirect Cost Rate Agreement: From: 10/01/2021 To: 09/30/2025 (mm/dd/yyyy)

Approving Federal agency: ED  Other (please specify): IHS, BIA, Head Start

The Indirect Cost Rate is  31.00 %.

(3)       If this is your first Federal grant, and you do not have an approved indirect cost rate agreement, are not a State, Local government or Indian Tribe, and are not funded under a training rate program or a 
restricted rate program, do you want to use the de minimis rate of 10% of MTDC? Yes No If yes, you must comply with the requirements of 2 CFR § 200.414(f).

(4)       If you do not have an approved indirect cost rate agreement, do you want to use the temporary rate of 10% of budgeted salaries and wages?
Yes No If  yes, you must submit a proposed indirect cost rate agreement within 90 days after the date your grant is awarded, as required by 34 CFR § 75.560.

(5)       For Restricted Rate Programs (check one) -- Are you using a restricted indirect cost rate that:

 Is included in your approved Indirect Cost Rate Agreement?   Or, Complies with 34 CFR 76.564(c)(2)? The Restricted Indirect Cost Rate is  

(6)       For Training Rate Programs (check one) -- Are you using a rate that:

Is based on the training rate of 8 percent of MTDC (See EDGAR § 75.562(c)(4))?   Or, Is included in your approved Indirect Cost Rate Agreement, because it is lower than the  
training rate of 8 percent of MTDC (See EDGAR § 75.562(c)(4))?

%.

Funding Opportunity Number:ED-GRANTS-011725-003 Received Date:May 08, 2025 08:56:50 PM EDTTracking Number:GRANT14414236
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Name of Institution/Organization

Chugachmiut
Applicants  requesting funding for only one year 
should complete the column under "Project Year 1."  
Applicants requesting funding for multi-year grants 
should complete all applicable columns.  Please read 
all instructions before completing  form.

IF APPLICABLE: SECTION D - LIMITATION ON ADMINISTRATIVE EXPENSES

(1)   List administrative cost cap (x%): 5.00

(2)   What does your administrative cost cap apply to? (a) indirect and direct costs   or, (b) only direct costs

Budget Categories Project Year 1
(a)

Project Year 2
(b)

Project Year 3
(c)

Project Year 4
(d)

Project Year 5
(e)

Project Year 6
(f)

Project Year 7
(g)

Total
(h)

1. Personnel 
    Administrative

0.00 0.00 0.00 0.00 0.00 0.00

2. Fringe Benefits 
    Administrative

0.00 0.00 0.00 0.00 0.00 0.00

3. Travel Administrative 0.00 0.00 0.00 0.00 0.00 0.00

4. Contractual 
    Administrative

21,000.00 16,925.00 16,900.00 16,900.00 21,025.00 92,750.00

5. Construction 
    Administrative

0.00 0.00 0.00 0.00 0.00 0.00

6. Other Administrative 900.00 900.00 900.00 900.00 900.00 4,500.00

7. Total Direct Administrative  
Costs (lines 1-6)

21,900.00 17,825.00 17,800.00 17,800.00 21,925.00 97,250.00

8. Indirect Costs

9. Total Administrative  
    Costs

21,900.00 17,825.00 17,800.00 17,800.00 21,925.00 97,250.00

10. Total Percentage of  
      Administrative Costs

5.00 4.10 4.05 4.00 4.83

ED 524

Tracking Number:GRANT14414236 Funding Opportunity Number:ED-GRANTS-011725-003 Received Date:May 08, 2025 08:56:50 PM EDT
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