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Project Abstract: 
T3 Chugach-Yukon FUTURES Initiative 

The Lower Yukon School District (LYSD), guided, sanctioned and supported by 

Asa’carsarmiut Tribal Council, and in partnership with Chugach School District (CSD) and the 

University of Alaska Fairbanks (UAF), proposes the T3 Chugach-Yukon FUTURES 

Initiative—a five-year project designed to prepare Alaska Native high school students for 

success in college and careers through high-quality, culturally responsive STEM education and 

workforce development. This initiative targets 125 students from remote, predominantly Alaska 

Native villages across the Lower Yukon and Prince William Sound regions, many of whom face 

systemic barriers including low academic performance, limited career exposure, and geographic 

isolation. 

Anchored at LYSD’s Kusilvak Career Academy (KCA) in Anchorage and extended 

through school-based makerspaces in both districts, the project integrates hands-on STEM 

intensives, dual-enrollment opportunities, and makerspace-centered learning. Through three core 

objectives, the initiative will: (1) establish a T3 Hub at KCA to deliver annual two-week STEM 

Summer Intensives; (2) install six makerspaces across LYSD and CSD to support ongoing STEM 

engagement; and (3) provide advanced STEM pathways for students demonstrating continued 

interest and growth. These activities will be supported by trained T3 Coaches, undergraduate 

mentors, culturally grounded curricula, and intensive evaluation using Unrulr, a student portfolio 

platform capturing learning journeys and skill development. These activities are designed to 

promote a strong STEM identity, improve educational attainment, and connect students to high-

demand career pathways through culturally grounded, place-based programming. 

The initiative prioritizes underserved youth at LYSD and CSD, 98% of whom are 

American Indian/Alaska Native, by offering scaffolded programming aligned with the 

community’s cultural values and learning styles. Measurable outcomes include increased high 

school graduation rates, strengthened STEM identities, and expanded interest in STEM careers. 

Collectively, the T3 Chugach-Yukon FUTURES Initiative addresses longstanding opportunity 

gaps through a community-driven, evidence-informed model that prepares Native youth to lead 

in the STEM workforce of tomorrow. 

PR/Award # S299A250039 

Page e8 



1 

Need for Project (Maximum 20 points) 

Magnitude of the Need 

Historically and consistently, Lower Yukon School District (LYSD) and Chugach 

School District (CSD) Alaska Native (AN) students have graduated from high school without 

the academic, vocational, personal, social, cultural, and urban living skills necessary to 

transition successfully to employment or further education. Students have very limited 

opportunities for basic college and career exploration that would otherwise excite and prepare 

them for their future—whether staying in their home communities or pursuing education and 

employment elsewhere. Many students are unaware of the breadth of career options available 

or how to access those opportunities. 

LYSD serves an unincorporated region where no local taxation supports schools. Of 

LYSD’s student population, 98% are American Indian/Alaska Native (AI/AN), compared to 

21% statewide (Alaska Department of Education and Early Development [AK DEED], 2023). 

Within LYSD, students come from ten Yup’ik Eskimo villages across the Yukon-Kuskokwim 

Delta—Alakanuk, Emmonak, Hooper Bay, Kotlik, Marshall, Mountain Village, Nunam Iqua, 

Pilot Station, Russian Mission, and Scammon Bay—and as members of fourteen tribes within 

the geographic region of LYSD. 

Needs Assessment and Identified Gaps 

A comprehensive needs assessment conducted between November 2019 and February 

2022 included input from parents, school staff, and community members. Using quantitative, 

qualitative, and anecdotal sources, four key barriers were identified: 

1.      Low academic achievement [Addressed by this Grant Project; described below] 

2.      Personal, social, and behavioral health concerns 
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3.      Loss of cultural heritage 

4.      Lack of access to career development and life skill opportunities [Addressed by 

this Grant Project; described below] 

Low Academic Achievement 

AI/AN students in rural Alaska face overwhelming challenges transitioning from high 

school to postsecondary education or full-time employment. Nationally, AI/AN students enroll 

in and graduate from college at disproportionately lower rates. Beginning in 2016, 44.0% of 

first-time, full-time Native American students attending four-year institutions graduated within 

six years, compared to 64.6% for all students. (Postsecondary Policy National Institute, 2025). 

As a mandatory statewide assessment for students in grades 3-9, the Alaska System of 

Academic Readiness (AK STAR) assessment results demonstrate that AI/AN students 

consistently underperform compared to their non-AI/AN peers. In English Language Arts 

(ELA), 91.26% of AI/AN students scored below proficiency compared to 70.54% of all 

students; in Math, 93.94% scored below proficiency compared to 77.12% statewide (AK 

DEED, 2022). LYSD outcomes are even more alarming, with 99.23% of LYSD students below 

proficiency in ELA and 99.42% in Math. LYSD’s dropout rate is 10.82% compared to 3.6% 

statewide, and its 4-year graduation rate is 65.93% compared to 77.91% statewide (AK DEED, 

2023). Two LYSD schools have been identified as needing comprehensive support (AK DEED, 

2022). Additionally, 19% of LYSD students are English Language Learners compared to 11% 

statewide (Eagan, 2024). 

The T3 Chugach-Yukon FUTURES Initiative project aims to close low academic 

attainment gaps through innovative academic activities and programming in core subjects 

related to STEM, specifically mathematics and applied science. The project’s academic support 
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will feature intensive onsite support, low student-teacher ratios in educational settings, and 

contextualized curricula.   

Lack of Access and Exposure to Career Development 

Students in LYSD have extremely limited access to basic career exploration opportunities. 

A 2020 LYSD survey revealed that 56% of parents and 42% of teachers identified a lack of 

opportunities for students to achieve future goals as the largest obstacle to high school success. 

Students are often unaware of career options or how to enter various industries. Furthermore, 

students from small remote villages rarely have access to summer opportunities and 

experiences that are taken for granted by peers who live in the 48 contiguous states and 

Alaska’s larger more accessible cities, such as summer jobs, job shadowing, internships, or 

career fairs, where they can build career skills. In the rare instance when summer jobs or 

internships exist in LYSD’s 10 communities, they are highly competitive and limited in space. 

The lack of access extends to the educational system itself. As former Alaska 

Commissioner of Education Jerry Covey noted (2011), teachers in rural high schools are 

stretched thin, often unable to provide advanced academics, enrichment, or CTE courses. 

LYSD’s Response to the Need: Kusilvak Career Academy (KCA) 

LYSD’s Kusilvak Career Academy (KCA) provides 11th and 12th grade LYSD 

students with a unique opportunity to combine core coursework completion with career 

training. KCA’s residential property includes male and female dormitories, a central cyber 

learning center, classroom space, kitchen, recreation area, and administrative offices. Students 

have access to 24/7 adult supervision and support services that are culturally relevant, 

community-informed, and connected to the students’ Yup’ik heritage. 

PR/Award # S299A250039 

Page e13 



4 

KCA’s structure mirrors effective Career Academies nationwide, which are proven to 

improve graduation rates, career outcomes, and long-term earnings, particularly for high-risk 

students (Kemple & Willner, 2008; Kemple & Snipes, 2000). Students complete academic 

courses contextualized within CTE areas while having several layers of academic and personal 

supports to guarantee their educational success. Students also build practical life skills, 

including financial literacy, healthy living habits, driving skills, and personal resiliency 

strategies. By embedding technical reading, writing, and math skills into real-world 

applications, KCA helps students make meaningful connections between their education and 

future careers. 

The T3 Chugach-Yukon FUTURES Initiative project strategies will occur at LYSD’s 

KCA site as well as be managed and coordinated by LYSD KCA staff. Additionally, through a 

partnership with the University of Alaska Fairbanks’ Teaching Through Technology Alaska 

(T3) program, LYSD students will engage in intensive, hands-on Career and Technical 

Education STEM programming in order to increase students’  technical, science, and workforce 

development skills; access to CTE STEM training opportunities in the LYSD and CSD school 

districts as well as University of Alaska Fairbanks’ campus; and students’ knowledge and 

understanding of STEM educational and career pathways open to them. The partnership 

between the school districts and Alaska’s university maximizes efficiency by investing public 

education dollars into high-demand, career-focused education. 

Research demonstrates that indigenous students benefit from contextual, experiential 

learning models that honor visual, field-dependent, and reflective learning styles (Pewewardy, 

2002; Lipka et al., 2005). Traditional Western models emphasizing auditory learning often do 

not align with Alaska Native student strengths. Learning Theory underscores that students learn 
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best when they interact, engage actively, and apply knowledge across contexts (McAlonan et 

al., 1999). 

The T3 Chugach-Yukon FUTURES Initiative project, through KCA’s established 

foundation joined with partner’s UAF T3 program’s record of high school student success, 

directly addresses the severe educational and career development gaps facing LYSD students. 

The project and its intentional strategies, listed under each objective below, prepares students 

with the academic achievement, career skills, and life and workplace competencies they need to 

access further career opportunities after high school and successfully start their future— 

whether in their villages or beyond. 

Extent to which the project will address gaps 

The University of Alaska Fairbanks’ Teaching Through Technology (T3) Program is an 

evidence-based educational intervention that provides high-quality STEM programming for 

youth across the state of Alaska. By leveraging hands-on, student-centered, and question-driven 

learning, T3 builds STEM skills, self-efficacy, and increased motivation towards science-based 

careers —core components proven to increase persistence in STEM education and career 

pathways (Eccles et al., 1998; Stets et al., 2017). Originally developed through a collaboration of 

Upward Bound programs, the T3 Program uses makerspace-based, project-driven curricula 

grounded in design thinking and growth mindset theory. These pedagogical tools empower 

students to solve real-world challenges in their own communities, improving academic 

performance, social-emotional engagement, and STEM career awareness. Evaluation data from 

T3’s implementation show significant participant increases in STEM confidence, knowledge of 

STEM careers, and communication skills among underrepresented students. These results mirror 

research showing that project-based, hands-on STEM learning is particularly effective for 
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Indigenous and rural students, whose academic success is closely tied to cultural relevance and 

community engagement (Carlone & Johnson, 2007; Flowers & Banda, 2016). This learning 

approach is strategically aligned with both local needs and national best practices in STEM 

education. 

The T3 Chugach-Yukon FUTURES Initiative project will expand this proven model to 

address urgent academic challenges and opportunity gaps for students in the Lower Yukon 

School District (LYSD) and Chugach School District (CSD). These districts serve predominantly 

AI/AN students who face significant educational disparities: in LYSD, over 99% of students fall 

below proficiency in Math and ELA, and the district's dropout rate is nearly triple the state 

average. Contributing factors include chronic under-resourcing, geographic isolation, a shortage 

of STEM educators, and a lack of college and career exposure. In alignment with T3’s evidence-

based framework, the project will deliver targeted strategies that directly respond to these local 

challenges. The project will establish a flagship T3 site at Kusilvak Career Academy (KCA) in 

Year 1, equipped with a full makerspace, and supported through annual training for local 

educators and administrators. The KCA makerspace site will host five two-week Summer 

Intensive programs, offering participants college credit and deep immersion in STEM projects. 

These intensives will serve 90 students across five years and provide high-impact experiential 

learning along with workforce skill building, such as interpersonal skills, communication skills, 

problem solving and critical thinking, and leadership. Over the life of the grant, six total 

makerspaces will be built in district schools to ensure consistent year-round programming locally 

for youth participants, which will also be supported by the training of twelve T3 Coaches at 

schools with makerspaces to sustain and scale high-quality delivery. These makerspaces will 

offer year-round, scaffolded programming led by the trained T3 coaches, targeting key academic 
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skills in math and applied science while increasing students’ exposure to career pathways 

through technology and project-based exploration. Lastly, the project will provide additional 

opportunities for 35 high-performing students to attend advanced STEM educational programs 

and events to increase their exposure to the STEM field and professionals. Collectively, these 

strategies respond directly to critical local gaps—including limited STEM instruction and access 

to quality STEM education, low academic proficiency, and minimal access to career 

exploration—by embedding engaging, skill-building STEM experiences within rural schools and 

communities as well as providing immersive experiences for students to explore workforce 

aspects of STEM careers. By integrating the T3 model in partnership with LYSD and CSD, the 

project can address critical gaps in educational preparedness, workforce readiness, and access to 

opportunities for career development. 

Extent to which project focuses on underserved populations   

The proposed project is designed specifically to serve the highly underserved population: 

Alaska Native students living in the geographic areas of Lower Yukon School District (LYSD), 

where 98% of students identify as American Indian/Alaska Native (AI/AN), and Alaska Native 

students living in the geographic area of Chugach School District. These AI/AN students 

experience profound systemic barriers, including low academic achievement, limited career 

exposure, personal and social health challenges, loss of cultural heritage, and minimal access to 

employment opportunities. Compounding these challenges, LYSD operates without local 

taxation support and serves some of the most isolated villages in the Yukon-Kuskokwim Delta, 

which are not accessible by road and can only be reached by plane or boat. Likewise, three of 

CSD’s schools are remote and only accessible by plane or boat. 
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By offering a comprehensive model that integrates individualized academic instruction, 

intensive on-site support, culturally grounded career and technical education, dual enrollment 

college opportunities, and residential support at the Kusilvak Career Academy (KCA), these 

project strategies directly address the educational challenges and gaps experienced by the 

project’s target population. Every element of the project is intentionally designed to provide 

innovative services and educational programming to AI/AI student participants—who have 

historically been underrepresented in postsecondary education—to prepare them with 

educational and professional skills and access to high-demand, meaningful STEM career 

pathways and college readiness programs. 

Quality of the Project Design (Maximum 40 points) 

Project Goals, Objectives, and Outcomes 

The T3 Chugach-Yukon FUTURES Initiative project was designed with one goal 

supported by three objectives and corresponding outcomes to structure the project’s strategies for 

successful implementation and formative feedback. The Project Goal is to: Expand access to 

high-quality STEM education and workforce development opportunities to 125 students in the 

Lower Yukon School District and Chugach School District through scaffolded services and 

programming delivered at LYSD’s Kusilvak Career Academy in Anchorage and at students’ 

local schools over five grant years. Objective 1 is that Lower Yukon School District will 

establish an operational T3 Hub at Kusilvak Career Academy that will deliver five annual two-

week Summer Intensive programs serving a total of 90 students by the end of five years. The 

three outcomes to measure Objective 1 are: Outcome 1.1 90% of students who complete the 

Summer Intensive program will graduate from high school in 4 years; Outcome 1.2 90% of 

students who complete the Summer Intensive program will report increased academic 
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engagement at the end of objective activities; and Outcome 1.3 75% of students who complete 

the Summer Intensive program will report an increase in 1) expectations of their own success in 

science and 2) viewing themselves as scientists. Objective 2 is that Over the five-year grant 

period, LYSD will expand and sustain high-quality STEM educational and career programming 

by establishing six fully operational makerspaces in schools, and training 12 school district staff 

as T3 Coaches to support the delivery of consistent, high-quality STEM activities and programs 

to students in their schools. The outcome to measure Objective 2 is: Outcome 2.1 90% of staff 

trained as T3 Coaches will report increased knowledge and positive attitudes in 1) personal 

STEM teaching, 2) STEM teaching outcomes, and 3) STEM instructional practices. Objective 3 

is that Over the five grant years, LYSD will increase student access to advanced STEM learning 

by providing 35 T3 participants with additional educational opportunities through summer 

intensives and specialized STEM activities, resulting in more students progressing through 

higher levels of STEM knowledge and skill development. The two outcomes to measure 

Objective 3 are: Outcome 3.1 75% of students who participate in advanced STEM learning 

activities will report an increased interest in pursuing a STEM career; and Outcome 3.2 85% of 

students who participate in advanced STEM learning activities will report increased academic 

engagement at the end of objective activities. 

Meaningful Community Engagement   

Project Oversight, School Board, and Community Feedback Process 

The proposed project will be implemented with a strong system of oversight and 

continuous feedback to ensure successful execution, alignment with the grant’s goals and 

objectives, and responsiveness to the needs of students, staff, and the broader community. 

Project oversight will be managed through collaboration between the principal, the district 
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superintendent, the school board, and key community stakeholders. LYSD is governed by a 

regional school board composed entirely of Alaska Native members from LYSD’s ten school 

communities. 

School Board Oversight and Feedback 

At the outset of the project, the principal will seek school board endorsement by 

presenting the grant objectives, intended outcomes, alignment with district priorities, and 

expected impact on student learning and community engagement. This presentation will occur 

during a scheduled board meeting or work session to obtain formal approval and gather early 

feedback that can help refine implementation strategies. 

Throughout the grant period, the principal will provide regular project updates to the 

superintendent and school board through written reports, verbal briefings, and formal 

presentations at quarterly intervals or aligned to key project milestones. Updates will include 

progress toward objectives, analysis of challenges encountered, budget summaries, student and 

community impact, and next steps. The school board will have opportunities to provide 

feedback, ask questions, offer guidance, and suggest adjustments to maximize project 

effectiveness and sustainability. 

In addition to routine internal updates, any external evaluation reports or interim 

assessments will be shared with the superintendent and board members. If appropriate, board 

members may also be invited to participate in project site visits, program showcases, or public 

events to witness project activities firsthand and offer direct feedback. 

At project closeout, a comprehensive final report and presentation will summarize the 

project’s results, lessons learned, sustainability plans, and recommendations for future action. 
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The principal will work collaboratively with district leadership and the school board to 

incorporate final feedback into broader strategic planning efforts. 

Community Engagement and Feedback: 

To ensure the project remains community-centered and responsive, the principal, as 

acting project director, will implement a structured plan for obtaining ongoing feedback from the 

community throughout the project period. 

● Community Listening Sessions and Forums: At least twice annually, community 

forums will be hosted virtually and/or at school district board meetings to share project 

updates and invite direct input from families, students, tribal and community 

organizations, local leaders, and other stakeholders. Feedback collected during these 

sessions will inform continuous improvements to project activities and future planning. 

● Surveys and Needs Assessments: Short surveys will be developed and distributed to 

students, families, and partners at key points in the project cycle, e.g., after major project 

activities, to gather structured feedback on the relevance, accessibility, and effectiveness 

of project activities. Survey results will be analyzed and incorporated into project 

refinement strategies. 

● Management Team Meetings: The project implementation team will meet monthly 

during the year to plan and review project implementation milestone achievement. The 

team will also meet annually to review data and evaluation results and intentionally 

incorporate feedback from all data sources to inform the following year activities and 

synthesize information into an assessment for activities beyond the span of the grant and 

also to identify potential future gaps and needs for students in the region.  

PR/Award # S299A250039 

Page e21 



12 

● Direct Stakeholder Engagement: Throughout the project, the principal will maintain 

open lines of communication with key partners, e.g., the tribal partner’s tribal council, 

parent groups, through regular check-ins, partnership meetings, and collaborative 

planning activities. This direct engagement ensures that the project evolves in alignment 

with the community’s aspirations and priorities. 

Feedback obtained through these channels will be systematically documented, reviewed, 

and used to inform both mid-course corrections and long-term planning. Key findings will be 

included in internal progress reports, shared with school leadership and the school board, and 

incorporated into final grant reporting. By integrating regular, structured feedback from both the 

school board and the broader community, the project will remain dynamic, accountable, and 

rooted in the strengths, needs, and aspirations of those it serves. 

Project Replication and Reliable Information on Project Activities and Documenting 

Project Activities and Results 

The T3 Chugach-Yukon FUTURES Initiative project’s use of Unrulr as a central 

evaluation and documentation tool offers a high-quality, replicable model for capturing 

qualitative evidence of project effectiveness, particularly for underserved student populations. 

The design of the evaluation plan ensures that valid and reliable information will be generated, 

supporting both internal program improvement and external replication efforts. The integration 

of Unrulr into the project’s evaluation plan will create a robust, culturally responsive, and 

reliable method for documenting learning, demonstrating program effectiveness, and identifying 

future needs—laying a foundation for ongoing student success in academic and career pathways. 

Students participating in the two-week Summer Intensives will actively document their 

daily learning experiences, skill development, and hands-on intensive projects through 
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individualized Unrulr digital portfolios. These portfolios will capture multiple types of evidence: 

final products, iterative project drafts, technical skills progression, and detailed personal 

reflections. The qualitative measures will focus on thematic analysis of student reflections to 

capture mindset shifts, identity development, collaboration, and resilience. Mentor and teacher 

observations recorded in Unrulr will supplement student narratives, providing multiple data 

sources for triangulation, which will enhance the validity and reliability of evaluation findings, 

and provide a blueprint for the replication of project activities and strategies for effective STEM 

learning and career pathways for American Indian/Alaska Native populations. 

In terms of guiding replication, the comprehensive documentation captured through 

Unrulr will be analyzed and synthesized into annual evaluation reports that highlight key 

strategies, evidence-based outcomes, student success stories, and emergent needs. These reports, 

combined with curated examples of student portfolios (shared with permission), will provide 

rich, transferable insights for other programs seeking to implement similar STEM intensives in 

underserved communities. Additionally, the widespread offering of Unrulr to all LYSD and CSD 

educators ensures broader access to the tool, allowing districts to continue using the same 

evaluation strategies to assess new programs and interventions in the future. 

The high quality of the demonstration project’s design lies in its structured, layered 

approach, as well as extensive project documentation and evidence-based curriculum for each of 

the project’s STEM learning components, e.g., Summer Intensives, local makerspace 

programming, and advanced STEM learning opportunities. The procedure for documenting 

activities is intentionally designed to serve underserved populations, especially students from 

rural Alaska Native communities. Students control the visibility of their work, allowing 

culturally respectful documentation, while also contributing to a dynamic learning ecosystem 
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where peer feedback and cross-site collaboration are encouraged. Given the wide geographic 

distribution of LYSD and CSD students, Unrulr will serve as a connective hub to allow 

asynchronous engagement and community building—fostering virtual participation in the 

evaluation process. By maintaining living portfolios that extend beyond the two-week intensive, 

the project will capture longitudinal data on student growth and STEM identity development. 

This approach allows evaluators to track sustained impacts on academic interests and career 

aspirations over time, generating a broader picture of program success and areas for future 

improvement. 

This approach and use of Unrulr ensures that the project not only captures reliable, valid 

information about the effectiveness of its strategies but also creates a sustainable, replicable 

model for advancing STEM learning and success among underserved high school students. 

Project Design Alignment with the Purposes of the Grant Program 

The project’s design is highly aligned with the grant’s purpose of supporting community-

driven initiatives that develop and share innovative services to improve educational opportunities 

and outcomes for Alaska Native high school students by addressing challenges at the community 

level. Through a well-structured, multi-faceted approach, this project directly responds to the 

need for increased access to high-quality STEM education and workforce development in rural 

Alaska. By anchoring its efforts at the Kusilvak Career Academy (KCA) and extending services 

to local schools within the Lower Yukon School District (LYSD) and Chugach School District 

(CSD), the project ensures that programming is both community-embedded and culturally 

responsive. The establishment of a T3 Hub at KCA, along with the implementation of annual 

two-week Summer Intensives and the creation of six fully operational makerspaces over five 
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years, reflects a long-term, scalable strategy designed to empower students, educators, and 

schools with resources, training, and engaging STEM experiences. 

The specific activities—such as annual T3 Coach trainings, the sponsorship of student 

travel and participation, and the provision of yearly makerspace supplies—further ensure that 

programming is sustained and deeply embedded in the fabric of local education systems. These 

efforts will lead to measurable outcomes including increased academic engagement, 

strengthened student STEM identity, and improved graduation rates. Additionally, the project's 

emphasis on student application and choice for participation in advanced STEM programs 

promotes student agency, while the annual renewal of supplies and training ensures long-term 

program vitality. By intentionally addressing barriers to access and opportunity in rural Alaska 

Native communities through place-based, hands-on, and high-impact learning, this project 

exemplifies the type of innovative, community-rooted programming that the grant was designed 

to support. 

Alignment with Absolute Priority:   

The project design fully meets the absolute priority of the Native Youth Community 

Projects (NYCP) grant by addressing each required element through a strategic, place-based, and 

evidence-informed approach. The initiative is centered in the defined rural geographic areas of 

the Lower Yukon School District (LYSD) and Chugach School District (CSD), serving Alaska 

Native students with limited access to advanced educational and career readiness opportunities. 

Rooted in the goal of preparing American Indian/Alaska Native students for success in college 

and careers, the project leverages scaffolded STEM education and workforce development 

programming delivered through LYSD’s Kusilvak Career Academy as well as STEM 

makerspaces located in local LYSD and CSD school sites. 
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Informed by recent data analysis and community consultation, the project targets key 

barriers—such as limited access to high-quality STEM learning, low student engagement, and 

insufficient exposure to postsecondary pathways—while building on community strengths, such 

as strong school-community ties and an existing culture of hands-on learning. Through project 

activities, such as the creation of six makerspaces in six local schools, the training of twelve 

schoolteachers as T3 coaches, and delivery of summer intensives with college credit options, the 

project provides sustainable, community-based strategies with clear, measurable outcomes. The 

project is designed and implemented through a strong partnership that includes LEAs (LYSD 

and CSD) and the Asa’carsamiut Tribe, tribal education representatives on LYSD’s Regional 

School Board, and additional educational collaborators at the University of Alaska Fairbanks. As 

an eligible entity under the Demonstration Grants for Indian Children program, LYSD also 

brings demonstrated capacity and past success with federally funded programs. Together, these 

elements ensure the project not only meets but exemplifies the NYCP absolute priority. 

Competitive Preference Priority   

The project also meets Competitive Preference Priority 2 by being developed and 

submitted as a partnership that includes an Indian Tribe—specifically, the Asa’carsarmiut Tribal 

Council. The Asa’carsarmiut Tribe is a federally recognized Indian Tribe under Section 4 of the 

Indian Self-Determination and Education Assistance Act, and is based in Mountain Village, 

Alaska. A signed agreement with the Asa’carsarmiut Tribal Council outlines the specific roles 

and contributions of each partner, further reinforcing the collaborative nature of the initiative and 

its alignment with the priority’s intent to strengthen educational opportunities through 

meaningful tribal engagement. Additionally, LYSD is governed by a Regional School Board 
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composed entirely of Alaska Native members, ensuring that tribal voices and values guide all 

project decisions and priorities. 

Quality of Project Personnel (Maximum 20 points) 

Project Personnel Qualifications and Team Composition 

The proposed project will be staffed by a highly qualified, experienced, and diverse team 

with deep professional and personal connections to the target populations the project seeks to 

serve. The team's composition directly addresses barriers historically encountered by Alaska 

Native communities, rural populations, and underserved youth. Our personnel not only possess 

formal training and significant experience in education leadership, STEM education, and 

community engagement, but they also represent and embody the lived experiences of the 

populations we aim to impact. 

Commitment to Hiring those with Experience Addressing Historical Barriers 

Our personnel plan prioritizes recruiting and retaining individuals who reflect the 

communities we serve, with a particular emphasis on individuals who have navigated systemic 

barriers themselves. Conrad Woodhead, for example, is an Alaska Native educator affiliated with 

Sealaska Native Corporation and the Aleut Community of St. Paul Island, with a lifetime of 

personal and professional dedication to advancing educational opportunities in Native 

communities, including leadership in Title VI programs and Native Youth Community Projects 

(NYCP). Gabriel Low brings extensive experience developing culturally responsive STEM 

programs for rural Alaskan and Latin American communities, while Adam Low has supported 

rural Alaska, Hawaii, and Puerto Rico through the T3 Alliance, creating hands-on learning 

experiences that bridge technology and community engagement. Emily Poole has spent over two 

decades teaching and leading in rural Alaska, developing special education programs for K-12, 
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and integrating Yup'ik cultural knowledge into core subjects, directly supporting Alaska Native 

students. Together, this team's background ensures that project strategies are informed by 

authentic, lived experiences, not just theoretical knowledge. 

Qualifications of Project Director 

The Project Director/PI role will be led by Conrad Woodhead, whose outstanding 

qualifications make him exceptionally suited to oversee this initiative. Mr. Woodhead holds an 

M.A. in Education Administration and a Superintendent Endorsement and has served as a CTE 

and Residential Director, Principal, and Grant Project Director. His leadership in the Lower 

Yukon School District, Bering Strait School District, and Kenai Peninsula Borough School 

District included managing multimillion-dollar federal grants such as NYCP and ACE, directing 

large-scale school improvement efforts, and mentoring Alaska Native and rural educators. His 

extensive professional development work with the National Indian Education Association and 

U.S. Department of Education further demonstrates his ability to navigate complex funding 

streams and educational reforms with a focus on Indigenous and rural populations. 

Qualifications of Key Personnel 

The project's key personnel bring complementary qualifications and experiences that 

align with the project's objectives. Adam Low, UAF Contractor and instructor and Director of 

the T3 Summer Intensives, with a Master's in Teaching and a Bachelor's in Geology, has over 

20 years of experience developing and leading STEM and community engagement programs, 

notably through Upward Bound and the T3 Alliance. As Director of UAF’s Upward Bound 

program, he successfully managed recruitment and programming for 160 rural Alaskan youth 

annually and facilitated innovative summer intensives, including fully virtual programming 

during the COVID-19 pandemic. His experience teaching internationally in Ecuador and 
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Colombia, as well as his leadership in developing NSF Modern Blanket Toss curriculum, 

underscores his ability to adapt educational approaches to diverse cultural contexts. 

Gabriel Low, UAF Contractor and instructor and Hub Manager for T3 Summer 

Intensives, a dynamic early-career professional pursuing an M.A. in Rural Development, has led 

multiple initiatives blending geoscience education and workforce development across Alaska. 

His leadership of the Alaska Seismology in Schools program connected rural schools to real-

world science through hands-on research, seismometer installations, and student-led conferences. 

At the Alaska Earthquake Center, he spearheaded the development of a new intern program and 

microcredential training opportunities in geophysical monitoring and seismic data analysis, 

demonstrating a strong capacity for curriculum innovation, partnership-building, and youth 

empowerment. 

Emily Poole, Project Manager (1.0FTE), with three master's degrees and licensure in 

multiple subject areas (elementary education, mathematics, social studies, general science, 

English, and special education), brings exceptional depth in inclusive education. Over her 20+ 

years in the Lower Yukon School District, she served not only as a teacher but as Assistant 

Principal, Principal, and curriculum leader. She designed district-wide assessments, implemented 

alternative education programs for at-risk youth, and led professional development in standards-

based instruction. Her experience leading programs such as Educators Rising, coding and 

robotics electives, and distance education initiatives positions her as an invaluable resource for 

both academic rigor and culturally relevant pedagogy. 

Planning And Implementation Team: Familiarity with Assets, Needs, and Other   

The planning and implementation deliberately integrates diverse perspectives by 

combining individuals with personal connections to the target population, professional expertise 
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in rural and Indigenous education, and extensive experience working directly within underserved 

communities. Conrad Woodhead's Alaska Native heritage and leadership within Native 

education, Adam Low's career-long focus on hands-on STEM innovation in rural and Indigenous 

contexts, Gabriel Low's emphasis on rural capacity-building and youth leadership in science, and 

Emily Poole's commitment to culturally inclusive teaching and administrative leadership 

represent a comprehensive, synergistic team. 

Collectively, this team will not only implement a project that addresses longstanding 

educational and opportunity gaps but will do so through an asset-based lens that honors and 

elevates the strengths, voices, and aspirations of the communities served. Our personnel model 

ensures that diverse experiences and perspectives are embedded into every facet of the project 

design and execution, providing a strong foundation for measurable, sustainable impact. 

The evaluation team: Nathanael O’Connor, and January O’Connor. Nathanael and 

January bring extensive experience and deep contextual knowledge of Alaska Native and rural 

communities, ensuring that the evaluation is culturally responsive and aligned with site-specific 

needs. Nathanael has over a decade of experience designing and leading evaluations for 

programs serving Indigenous populations, including Native Youth Community Projects and 

Alaska Native Education Program initiatives. His expertise includes mixed-methods evaluation, 

culturally grounded data tools, and Indigenous evaluation frameworks. He is currently 

completing a Graduate Certificate in Program Evaluation and a Master’s in Indigenous Studies, 

reinforcing his technical and cultural competencies. 

January O’Connor brings over 15 years of experience in Indigenous education, youth 

programming, and evaluation. She has led evaluations for federal education and prevention 

initiatives, including Department of Defense and 21st Century Community Learning Centers 

PR/Award # S299A250039 

Page e30 



21 

programs. A Tlingit woman raised in rural Alaska, January draws on her lived experience to 

shape culturally appropriate evaluation practices. She is completing a Ph.D. in Indigenous 

Studies with a focus on Indigenous evaluation methodologies and has held leadership roles 

within the Alaska Evaluation Network and the American Evaluation Association’s Indigenous 

Peoples in Evaluation group. 

Through their firm, Raven’s Group LLC, Nathanael and January have completed 

evaluations for tribal health organizations, education foundations, and nonprofit programs across 

Alaska. Their independence ensures objectivity, while their combined academic background, 

evaluation leadership, and lived experience ensure a high-quality evaluation grounded in the 

assets, challenges, and priorities of the proposed implementation sites. 

Quality of the Project Evaluation or Other Evidence Building (Maximum 20 points) 

Extent to which the Methods of Evaluation are Appropriate to the Context and Target 

Population 

To assess how well the project is working and how it impacts participants, the evaluation 

will use two common and well-established designs: a pre-post outcome evaluation design and 

implementation monitoring design. 

Pre-Post Outcome Evaluation Design 

A pre-post outcome evaluation design helps us understand whether the project is making 

a difference in participants' knowledge, attitudes, or behaviors. A pre-post design measures these 

differences or changes through the surveying method by asking participants to complete a survey 

before they start the program and again after they finish it. By comparing these responses, we 

can identify meaningful changes and determine if those changes are the result of participating in 

the program. This method is a gold standard in education and youth program evaluations and is 
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widely used within the field of evaluation, especially when before-and-after data collection is 

possible—as it is in this project. The surveys selected for this project are all research-backed 

tools, meaning they have been tested and were found valid and reliable (see the bulleted list 

below the tools with their respective project Outcome). These instruments are more than 

appropriate for measuring participant outcomes, and pre-post surveying is an evaluation method 

that LYSD high school students are familiar with and have completed before for LYSD and 

KCA programs. 

List of Project Outcomes, followed by validated survey instrument in brackets: 

Objective 1: 

● 90% of students who complete the Summer Intensive program will report increased 

academic engagement at the end of objective activities [Student Engagement 

Instrument] 

● 75% of students who complete the Summer Intensive program will report an increase in 

1) expectations of their own success in science and 2) viewing themselves as scientists 

[SIEVEA Instrument] 

Objective 2: 

● 90% of staff trained as T3 Coaches will report increased knowledge and positive attitudes 

in 1) personal STEM teaching, 2) STEM teaching outcomes, and 3) STEM instructional 

practices. [T-Stem Survey] 

Objective 3: 

● 75% of students who participate in advanced STEM learning activities will report an 

increased interest in pursuing a STEM career [STEM-CIS Instrument] 
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● 85% of students who participate in advanced STEM learning activities will report 

increased academic engagement at the end of objective activities [Student Engagement 

Instrument] 

Implementation Monitoring Evaluation Design 

The second evaluation design, implementation monitoring, focuses on how the project is being 

conducted. Implementation monitoring will be used for formative and summative purposes in the 

project’s evaluation. The summative purposes of monitoring will be used to track progress 

towards the project outcomes, and document project and participant influences that may have 

expectedly or unexpectedly affected the project outcomes. The formative purposes of 

implementation monitoring are to provide feedback to project staff in order to make quality of 

program adjustments with an evidentiary basis. Often this includes investigating the quality of 

project activities, participant dosage (appropriate amount or number of project time/meetings to 

expect a change in outcomes), recruitment practices of participants, and the reach of the program 

to participants. The methods for implementation monitoring evaluation are also standard within 

the evaluation field, and typically include a mix of quantitative and qualitative data collection. 

The quantitative data most likely to be collected for this design will be descriptive statistics 

about number of participants, number of activity hours, attendance numbers, training hours for 

staff, etc. The methods for data collection and analysis of this quantitative data is typically 

conducted through document review of project records, such as intake forms, attendance sheets, 

project curriculum, and activity lesson plans; and these project records are standard 

documentation that the school district collects and are, therefore, contextually appropriate to this 

project. The methods of qualitative data collection will be through focus groups, participant and 
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staff interviews, observations, and document review; and these evaluation methods are 

appropriate for the context of the project. The inclusion of both evaluation designs are intended 

to provide staff with iterative feedback on project activities and design, track the fidelity of the 

implementation of the implementation plan, and to provide additional contextual details and 

specific evidence in support of the findings of participants’ outcomes, thus building 

comprehensive evidence in support of the project’s theory of change and its connection to 

increased academic achievement and career-based outcomes for project participants. 

Extent to which the Methods of Evaluation are Appropriate to the Target Population 

Both the pre-post outcome and implementation monitoring evaluation designs are 

appropriate for the target population of the project: Alaska Native high school students and T3 

trained teachers and support staff. Many outcome evaluations for educational projects in Alaska 

utilize pre-post outcome evaluation designs with survey methodology. The implementation 

monitoring evaluation design is also a standard way of tracking project progress and its fidelity 

to a project logic model or project management plan or both; a majority of the implementation 

monitoring activities will assess staff decisions, program implementation improvements, and 

program fidelity. Most of this will not require data collection from student participants; however, 

for the small amount of data collected from students, the methods that will be used will be focus 

groups and programmatic observations, which KCA’s high school students are familiar with and 

have participated in before for other projects. The evaluator has used both evaluation designs and 

their related data collection methods before when serving as an evaluator on educational 

programs with Alaska Native high school participants without issue. 
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Extent to Which the Evaluation will provide Guidance on Replication 

T3 STEM Grant Evaluation Method Using Unrulr to Provide Guidance on Replication 

The T3 STEM program will utilize Unrulr as a dynamic, student-centered platform to 

evaluate both individual growth and program impact. By capturing real-time evidence of 

learning, skill development, project processes, and personal transformation, Unrulr provides a 

rich, holistic view of student outcomes and community building across geographically dispersed 

sites (LYSD and CSD). The following approach and focus will be taken: 

1. Portfolio-Based Assessment of Student Outcomes 

Each participating student will maintain a digital portfolio in Unrulr, documenting the 

following: 

● Evidence of learning and mastery of STEM concepts and skills 

● Development of technical and professional skills over time 

● Process documentation, including challenges, iterations, and problem-solving 

● Personal reflections on identity development and STEM confidence 

Evaluation Measures: 

● Skill Progression Analysis: Evaluators will review entries chronologically to assess 

individual growth in key STEM competencies. 

● Mastery Evidence Collection: Specific artifacts will be coded and analyzed for mastery 

of target skills identified in the program objectives. 

● Project Quality Review: Any final products and prototypes submitted in portfolios will 

be assessed using rubrics aligned to program goals. 
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2. Storytelling and Reflective Analysis 

Reflection entries—written narratives, videos, or photo essays—will provide qualitative data on 

students' experiences, challenges overcome, mindset shifts, and aspirations. 

Evaluation Measures: 

● Thematic Analysis of Reflections: A qualitative analysis will identify common themes 

related to growth mindset, STEM identity formation, collaboration, and resilience. 

● Transformation Indicators: Students’ reflections will be analyzed to capture 

transformative moments, shifts in self-efficacy, and development of STEM career 

interests. 

3. Mentor and Teacher Observations 

 Teachers and mentors will also document observations in Unrulr regarding student growth, 

collaboration, leadership, and innovation. 

Evaluation Measures: 

● Mentor Commentary Analysis: Qualitative analysis of mentor feedback and 

observation notes will provide additional perspectives on student development and 

program success. 

● Triangulation of Evidence: Student self-reflection, peer feedback, and mentor 

observations will be cross-referenced to validate findings and ensure reliability. 

4. Longitudinal Data Capture 

 Because Unrulr portfolios are living records, the T3 program can track student growth across 

multiple years, supporting evaluation of sustained impacts beyond a single grant cycle. 

Evaluation Measures: 
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● Longitudinal Growth Trajectories: Changes in student skill sets, STEM identity, and 

academic/career aspirations will be mapped over time. 

Reporting and Use of Evaluation Findings: 

● Student Reports: Students will be able to curate personalized portfolios to showcase at 

public exhibitions, college applications, or internships. 

● Program Reports: Aggregated findings will be compiled into annual evaluation reports 

highlighting key outcomes, stories of impact, and areas for continuous improvement. 

● Community Sharing: With student permission, select portfolio excerpts will be 

showcased to share program successes with community stakeholders, funders, and future 

partners. 

● Academic and Workforce Needs Identification: Gaps in knowledge identified through 

coding and analysis will be used to inform future potential projects and offerings in the 

districts for students to advance their workforce and academic skills and knowledge. 

Guidance for Replication and Broader Application: 

This evaluation approach is designed to generate actionable insights that are suitable for 

replication and adaptation in other settings. The comprehensive collection of both qualitative and 

quantitative data through Unrulr enables the identification of effective strategies that foster 

student growth, STEM identity development, and community building among underserved and 

geographically dispersed student populations. Best practices, key intervention strategies, and 

models for successful portfolio implementation will be distilled into annual reports and shared 

with partnering districts, educators, and external stakeholders. 

By analyzing the coded evidence of skill mastery, reflective growth patterns, and mentor 

feedback, the project will produce reliable findings that can be tested in similar rural or 
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Indigenous-serving educational settings. Furthermore, because Unrulr portfolios allow for the 

capture of both individual journeys and aggregate trends, districts and organizations seeking to 

replicate or scale the program will have access to tested, field-based evidence of what strategies 

are most effective in promoting STEM engagement, skill acquisition, and identity development 

among rural Alaska Native youth. 

The evaluation will also highlight culturally responsive approaches to learning 

documentation, offering models that can be tailored to honor and support diverse student 

backgrounds in replication sites. Through this structured evaluation and dissemination of 

findings, the project will contribute to the broader knowledge base on effective STEM education 

practices. 

Evaluator Qualifications 

The evaluation of the proposed project will be conducted by Nathanael O’Connor, 

supported by January O’Connor, both of whom bring extensive qualifications, specialized 

training, and deep contextual expertise to the work. Their combined experience ensures a 

culturally responsive, methodologically rigorous, and independent evaluation aligned with the 

project’s aims, population, and setting. 

Nathanael O’Connor possesses over a decade of direct experience designing and 

implementing evaluations for programs serving Alaska Native and rural populations. He is in the 

process of completing a Master of Arts in Indigenous Studies at the University of Alaska 

Fairbanks and a Graduate Certificate in Program Evaluation at Michigan State University. His 

professional evaluation practice includes the development of evaluation frameworks, logic 

models, culturally responsive data collection instruments, and longitudinal tracking systems. He 

has designed and led evaluations for a range of federal and private grants, including Native 
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Youth Community Projects, Tribal PREP programs, and Alaska Native Education Program 

initiatives. His technical competencies include mixed-methods evaluation, formative and 

summative assessment design, and application of Indigenous evaluation frameworks. Nathanael 

has also held leadership roles in the evaluation field, serving as Communications Chair for the 

Indigenous Peoples in Evaluation Topical Interest Group of the American Evaluation 

Association and as President of the Alaska Evaluation Network. 

January O’Connor brings over 15 years of experience in youth programming, Indigenous 

education, and program evaluation. She holds a Master’s in Teaching and is currently completing 

her Ph.D. in Indigenous Studies, with a focus on Indigenous evaluation methodologies. Her work 

includes evaluation leadership for Department of Defense education grants, 21st Century 

Community Learning Centers programs, and federally funded mental health and prevention 

initiatives serving Alaska Native populations. As a Tlingit woman born and raised in rural 

Alaska, she brings lived experience that informs her culturally grounded evaluation approach. 

January has served in leadership positions within the Alaska Evaluation Network and the 

American Evaluation Association’s Indigenous Peoples in Evaluation Topical Interest Group, 

further demonstrating her expertise in culturally responsive evaluation practices. 

Both evaluators operate through Raven’s Group LLC, an independent Alaskan consulting 

firm specializing in program evaluation, design, and technical assistance for projects centered on 

Indigenous and rural communities. Their firm’s independence ensures that evaluation activities 

will be conducted objectively and without conflict of interest. They have successfully completed 

evaluations for a range of tribal health organizations, Alaska Native education foundations, and 

nonprofit entities working across diverse settings. 
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Together, Nathanael and January O’Connor possess the specialized knowledge, technical 

skills, cultural competencies, and evaluation leadership experience necessary to conduct a high-

quality evaluation of the proposed project. Their backgrounds ensure the evaluation will be 

methodologically sound, culturally appropriate, and aligned with best practices for working with 

Indigenous and rural populations. 
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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 151,393.00 154,172.00 157,006.00 159,896.00 162,845.00 785,312.00 

2. Fringe Benefits 22,709.00 23,126.00 23,551.00 23,984.00 24,427.00 117,797.00 

3. Travel 112,660.00 112,660.00 112,660.00 112,660.00 112,660.00 563,300.00 

4. Equipment 0.00 0.00 0.00 0.00 0.00 0.00 

5. Supplies 46,000.00 33,500.00 39,000.00 44,500.00 45,000.00 208,000.00 

6. Contractual 239,614.00 244,120.00 248,762.00 253,542.00 258,466.00 1,244,504.00 

7. Construction 0.00 0.00 0.00 0.00 0.00 0.00 

8. Other 0.00 0.00 0.00 0.00 0.00 0.00 

9. Total Direct Costs   
(lines 1-8) 

572,376.00 567,578.00 580,979.00 594,582.00 603,398.00 2,918,913.00 

10. Indirect Costs* 

11. Training Stipends 

12. Total Costs  (lines 
9-11) 

572,376.00 567,578.00 580,979.00 594,582.00 603,398.00 2,918,913.00 

OMB Number: 1894-0008 

Expiration Date: 08/31/2026 

Name of Institution/Organization 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. 

U.S. DEPARTMENT OF EDUCATION 
BUDGET INFORMATION 

NON-CONSTRUCTION PROGRAMS 

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

*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 

Lower Yukon School District 

(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: To: (mm/dd/yyyy) 

Approving Federal agency: ED  Other (please specify): 

The Indirect Cost Rate is  %. 

(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))? 

%.
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