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PROJECT SUMMARY

Project Title: Passamaquoddy’s CSL Initiative

Applicant Name: Passamaquoddy Tribe at Pleasant Point (Sipayik)
Project Duration: 60 months

Address: 22 Bayview Drive, Perry, ME 04667

Phone: I
Point of Contact: . Community Project Development Specialist

Email: S

Summary: The Passamaquoddy CSL Initiative, which stands for “cultural, STEM, and language
immersion”, is a five-year, community-driven effort that will transform educational outcomes for
Native youth by embedding language, cultural education, and place-based STEM learning across
early childhood, out-of-school-time (OST), and school-day settings. Anchored in the Tribe’s
longstanding vision to revitalize Peskotomuhkati (Passamaquoddy language), this initiative builds
directly upon the community’s digital resources, cultural assets, and history of intergenerational
learning. The project will implement three interlocking strategies:

(1) Monthly OST immersion workshops integrating Tribal language, STEM, and seasonal
cultural practices, hosted at the Sipayik Museum and Youth Center for K—12 youth and
families;

(2) A daily early childhood “language nest” immersion program at the Sipayik Elementary for
toddlers ages 18 months to 5 years; and

(3) A formal partnership with Sipayik Elementary to deliver additional in-school and after-
school Passamaquoddy instruction, supported by culturally grounded teaching tools
including flashcard kits, QR-coded audio posters, and home learning packets.

By Month 2, a full-time Tribal instructor will be hired to co-lead instructional implementation, and
by Day 30, a service contract will be executed with Sipayik Elementary to launch teaching in
Month 3. The program will engage over 300 students and 150 family members annually, develop
10+ community-designed instructional materials, and embed fluent elders in ceremonial,
storytelling, and curriculum co-creation roles. Evaluation will be led by a nationally recognized
Indigenous consulting firm using mixed methods to assess fluency growth, cultural knowledge
retention, academic engagement, and model replicability.

This initiative fully aligns with the Demonstration Program’s purpose and priorities. It leverages
a decade of federally-funded groundwork to move the Tribe from documentation to daily
transmission, and from aspiration to implementation—ensuring that the next generation grows up
fluent, confident, and rooted in identity.

Funding Requested: $456,418.46 (annually)
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PROJECT NARRATIVE

A. Need for Project

(1) The extent to which the proposed project demonstrates the magnitude of the need for the

services to be provided or the activities to be carried out by the proposed project.

The Passamaquoddy Tribe at Pleasant Point (Sipayik), a federally recognized Tribe located along
the coastal edge of northeastern Maine in Washington County, is confronting a severe and urgent
crisis that spans generations, impacting the cultural, linguistic, educational, and economic
foundations of the community. As the easternmost Tribal reservation in the United States, the
Passamaquoddy Tribe has sustained itself for millennia through oral tradition, seasonal
subsistence, ceremonial continuity, and kinship systems—each deeply embedded in the
Passamaquoddy language, Peskotomuhkati. Today, however, the Tribe stands at a critical juncture:
without immediate, sustained, and immersive intervention, the language that shapes identity, land

stewardship, and worldview may cease to be spoken within a generation.

The magnitude of need is profound and compounded by historical trauma and ongoing systemic

neglect. According to the 2020 U.S. Census and Tribal administrative records, the median

household income at Pleasant Point is just $26,429—1Iess than half the Maine statewide average.

More than 43.6% of residents live in poverty, including 58% of children. Unemployment is nearly

double the state rate, with 27% of households reporting food insecurity. Forty-one percent of
Page 1 of 30
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households rely on SNAP, and over 57% are enrolled in Medicaid—clear indicators of structural
vulnerability. These disparities are mirrored in educational attainment: only 14% of adults hold a
bachelor’s degree, compared to 36% statewide, and 7.3% lack a high school diploma. Nearly 90%

of youth are considered academically at risk.

Yet these numbers reflect more than economic hardship—they expose the long-term impacts of
cultural erasure and educational exclusion. Passamaquoddy youth remain disconnected from
school systems that rarely reflect their language, values, or ways of knowing. Students face
disproportionate rates of discipline, absenteeism, and disengagement. Tribal parents consistently
express a desire for their children to learn and speak Passamaquoddy, but the infrastructure to
make this vision a reality—qualified staff, classroom space, immersive tools—has been limited or

nonexistent.

Despite these challenges, the community’s readiness is evident. Over the past 15 years, the Tribe
has laid foundational groundwork: the creation of the Passamaquoddy-Maliseet Dictionary; the
development of an online language portal containing more than 18,000 audio recordings; and
extensive storytelling, oral history, and documentation projects, many supported by ANA. These
resources remain largely untapped in the absence of structured, daily immersion

programming and community-wide activation.

This project proposes to change that—by moving from preservation to transmission. The
services to be provided on the Tribe’s reservation are strategic and community-driven: monthly
out-of-school-time (OST) immersion workshops integrating language, STEM, and cultural
education; formal in-school and after-school programming, including a daily early childhood

language nest, at Sipayik Elementary through a direct service contract; and the development and
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distribution of home-based family learning kits and instructional tools. These services will be led
by a dedicated Project Director and a new full-time Tribal instructor hired by Month 2 to

co-facilitate all instructional activities.

In short, this project directly responds to the magnitude of the need with urgency, vision,
and cultural integrity. Without immersive interventions, the language and lifeways of the
Passamaquoddy people remain at risk. With them, a generation of children stands to grow into
fluent, culturally grounded leaders, equipped with the tools to thrive academically, socially,

and spiritually. The opportunity for transformation is now.

(2) The extent to which the specific nature and magnitude of gaps or challenges are identified
and the extent to which these gaps or challenges will be addressed by the services, supports,

infrastructure, or opportunities described in the proposed project.

Despite the passion of community members and the success of previous documentation efforts,
profound and specific gaps continue to prevent language and cultural revitalization from reaching
their full potential. These gaps are structural, instructional, and infrastructural—and this proposed

project is designed to confront them directly.

First, there is currently no immersive language instruction available to children, families, or
educators on a sustained, daily basis. While the Tribe’s Passamaquoddy language portal has drawn
regional attention, it was never intended to replace in-person, intergenerational transmission.
Households—particularly those with young children—lack the pedagogical tools and structured
support to use the portal effectively. Teachers are not trained in immersion methods. Parents are

often semi-fluent but lack confidence. Elders are fluent but unsupported in sustained instructional
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roles. As a result, the community’s most valuable linguistic resources remain mostly archival

rather than lived.

Second, Sipayik Elementary School, while employing two language-capable instructors, has no
formal agreement in place with the Tribe to offer consistent, culturally grounded instruction. These
educators currently offer informal lessons or storytelling, but without funding, cross-agency
coordination, or curriculum support, their reach is minimal. Early Childhood Education programs
at this school—where infants and toddlers are at their most receptive stage for language
development—do not yet offer any structured daily immersion. This is a critical missed
opportunity for early fluency acquisition, especially for parents who wish to raise first-language

speakers.

Additionally, the lack of structured cultural education and STEM instruction rooted in Tribal
knowledge has left many youth disengaged from core academic subjects. Passamaquoddy students
frequently report that what they learn in school feels disconnected from their lives, lands, and
identities. Currently, there are no consistent opportunities for students to explore math, science, or
technology through the lens of Indigenous knowledge systems—despite the Tribe’s long-standing
ecological expertise and cultural sciences. Ceremonial calendars, plant medicines, environmental
patterns, and traditional engineering (e.g., wigwam construction, astronomy) remain untapped
assets in the educational experience. Without these connections, students are more likely to
underperform in STEM fields and more likely to disengage academically. The proposed project
fills this gap through hands-on, place-based cultural-STEM curriculum integrated across OST and

school-day learning.

Page 4 of 30

PR/Award # S299A250097
Page e13



Third, there is a clear and widening gap between community interest in language revitalization
and the actual availability of structured learning opportunities. In recent community surveys, over
80% of respondents stated that they want their children to grow up speaking Passamaquoddy.
Nearly all agreed that revitalization is essential for Tribal survival. Yet fewer than 20% feel
confident speaking the language themselves. This “passive speaker” dynamic—where
understanding is present, but active usage is low—is deepening the generational divide. Without
immersive, family-centered education and consistent community scaffolding, this pattern will

worsen.

Fourth, fluent elders are not being engaged in a systematic or sustainable way. Most fluent
speakers are now over the age of 65, and many face mobility or health limitations. While interest
in teaching remains high, the community lacks an infrastructure to support their involvement.
Stories, humor, seasonal expressions, ceremonial language, and idioms are at risk—not due to
disinterest, but due to the absence of intentional models for elder participation. This project
proposes to reposition elders as respected cultural teachers, co-designers of curriculum, ceremonial

mentors, and audio contributors to QR-coded learning tools and language kits.

Fifth, the Tribe currently lacks one crucial piece of instructional infrastructure: an additional,
dedicated cultural and language instructor to support daily implementation. While there is
expertise in the community, there is insufficient staffing to coordinate programming across OST,
early childhood, and school-based settings. Without this position, the Project Director must split
time across logistics, administration, and instruction. With it, the Tribe can immediately expand
its reach, increase fidelity to immersion practices, and build a long-term foundation for sustainable

delivery.
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Each of these challenges is directly addressed through the proposed project. The execution of a
formal school contract by Day 30, the hiring of one full-time Tribal instructor by Month 2, the
launch of a daily language nest at Sipayik Elementary, and the deployment of community-designed
learning tools represent precise, measurable strategies to close each of the identified gaps. This
project is not speculative—it is the activation of a community blueprint, long-envisioned and now
fully resourced. It transforms need into action, vision into implementation, and aspiration

into long-term infrastructure.

(3) The extent to which the proposed project will focus on serving or otherwise addressing the

needs of underserved populations.

The Passamaquoddy community is among the most underserved Indigenous populations in the
United States, by virtually every indicator. The population of Washington County, Maine is
remote, rural, and low-income. The Tribe’s location on the easternmost edge of the country means
it is geographically isolated from many philanthropic, institutional, or research-based partnerships.
Tribal members frequently experience the compounded effects of poverty, racism, historical
trauma, and structural exclusion. Services are sparse; infrastructure is aging; housing is limited.
These compounding vulnerabilities disproportionately affect the very populations this project is
designed to serve: children and their families living in intergenerational households. This project
explicitly prioritizes those most often left out of traditional educational systems. It centers

programming around:

a) Young children (18 months to 5 years) who will be immersed in a language-rich

environment housed at Sipayik Elementary.
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b) Elementary and middle school students who will engage in culturally grounded STEM
and language education at Sipayik Elementary school and in after-school settings.

c) Parents and caregivers, many of whom are passive speakers or were denied the
opportunity to learn the language in their youth.

d) Fluent elders, whose voices, stories, and authority are essential to cultural transmission.

Rather than layering services atop existing systems, the project reimagines learning spaces around
Native life: at the existing Youth and Cultural Center, in longhouse camps, over shared meals, at
shoreline harvesting sites, and in museum exhibits alive with language. The needs of these

communities are not tangential—they are the center of the work.

B. Quality of the Project Design

(1) The extent to which the goals, objectives, and outcomes to be achieved by the proposed
project are clearly specified, measurable, and ambitious yet achievable within the project
period, and aligned with the purposes of the grant program.

The proposed project for the Passamaquoddy Tribe at Pleasant Point is grounded in a set of clearly
articulated, measurable, and culturally sovereign goals that are both bold in vision and feasible
within the proposed 60-month project period. At its foundation, the initiative seeks to reestablish
Passamaquoddy as a daily spoken and intergenerational language by embedding immersion-based
learning into community life, early childhood development, and K—12 education. Through a deeply
place-based, Tribal-led approach, the project leverages community assets—such as fluent elders,
land-based knowledge, and existing educational partnerships—to directly align with the central
purpose of the Demonstration program: to improve academic and life outcomes for Native youth
by building culturally responsive educational infrastructure.
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Goal

Objective

Outcomes to be

Achieved

Goal 1. Strengthen
language, cultural
knowledge, and
STEM readiness
through monthly OST

workshops.

1A: By the end of the project period, the
Project Director will facilitate at least 60
OST immersion workshops (1/month) for
K-12 youth and families at the Sipayik
Museum and Youth Center, integrating
language instruction with seasonal
cultural education and hands-on STEM

activities.

* 150+ participants
annually

* Increased fluency,
cultural knowledge, and
engagement with STEM
concepts

* 60% achieve growth in
oral proficiency and
cultural-STEM rubric
scores

* Documented increases
in intergenerational
participation and
experiential learning

outcomes

1B: The Tribe will recruit and hire one
full-time Tribal instructor by Month 2 to

support OST cultural and language

* Instructor hired and
onboarded by Month 2

* Instructor co-facilitates
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instruction at the Sipayik Museum and
Youth Center. The instructor will co-lead
programming with the Project Director
and coordinate development of cultural-

STEM content.

OST and early childhood
programming

* Expanded instructional
reach and capacity to
meet tribal youth learning

needs

Goal 2. Build
foundational fluency
and school readiness
in early learners
through immersive
early childhood

education.

2A: By Month 3, the Project Director and
Sipayik Elementary will launch and
sustain a daily immersion-based language
nest serving 15 toddlers/year at the
Sipayik Elementary, with daily sensory-
based, culturally responsive curriculum
linked to Passamaquoddy lifeways and

early STEM exposure.

* At least 75 toddlers
served over 5 years

* 100% of staff trained in
immersion and ECE
methods

* Growth in vocabulary,
comprehension, and basic
STEM reasoning
measured by teacher logs
and developmental

benchmarks

Goal 3. Expand
school-based and
community learning
using cultural-STEM

curriculum and

3A: By Month 3, initiate in-school and
after-school Passamaquoddy instruction
for grades K-8 at Sipayik Elementary
through a direct service contract; develop
and distribute at least 10 culturally

grounded instructional resources (e.g.,

* School contract
executed by Day 30

* Teaching begins by
Month 3

* 300+ students served

through school-based
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distributed teaching posters, QR flashcards, curriculum kits) programs

tools. to reinforce learning across settings. * 10+ culturally
responsive learning tools
produced and
disseminated

* Improved access to
Tribal instruction for on-
and off-reservation

families

The overarching goal is to build a sustainable, community-anchored model of immersive language
and cultural-STEM education that positions at least 60% of participating children and families to
attain conversational fluency in Passamaquoddy. This goal will be pursued through three

interlocking, mutually reinforcing strategies:

(1) implementing a full cycle of monthly OST (out-of-school time) language, culture, and
STEM immersion workshops for K—12 youth and families at the Sipayik Museum and
Youth Center;

(2) launching and sustaining a daily immersion-based early childhood program (language
nest) at Sipayik Elementary for toddlers ages 18 months to five years; and

(3) delivering in-school and after-school instruction at Sipayik Elementary School through
a formal service contract, while also developing and distributing at least ten

community-designed educational resources—including QR-coded audio flashcards,
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posters, vocabulary decks, and family learning kits—to extend language use into homes

and informal spaces.

To support implementation, the Tribe will recruit and hire one full-time instructor by Month 2 to
assist the Project Director in the planning and delivery of OST workshops. The two staff will co-
facilitate activities, coordinate instructional alignment across partners, and co-develop culturally

grounded content for use in classrooms, events, and family toolkits.

Each of these objectives is paired with specific outcomes and performance measures. For instance,
the OST workshop series will engage a minimum of 100 students and 50 family members annually
and will result in at least 60% of participants demonstrating increased fluency as measured through
pre/post rubrics developed in consultation with fluent speakers and community advisors. The
language nest will serve at least 15 toddlers per year, and progress will be documented using
developmentally appropriate observation protocols designed to capture vocabulary recognition,
comprehension, and expressive use. The K-8 school-based instruction component will reach more
than 300 students over the project period and will use project-based learning reflections, STEM
engagement indicators, and classroom-based assessments to track cultural literacy and language
retention. Educational materials will be co-designed with elders and Tribal curriculum teams and
disseminated through community workshops, home kits, and digitally accessible platforms to

ensure maximum reach.

All goals and objectives are aligned with the Tribe’s broader education sovereignty strategy and
the Department of Education’s focus on academic readiness, community collaboration, and long-
term systemic impact. The structure of the project allows for clear measurement of outputs and

outcomes while maintaining cultural integrity and honoring local knowledge. These objectives are
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not only specific and measurable but designed to be realistically achieved within the grant period

and using existing Tribal infrastructure and partnerships.

The following figure represents the project’s Logic Model, which articulates the theory of change
and alignment between resources, activities, measurable outputs, and both short- and long-term
outcomes. The model is grounded in Indigenous education best practices and reflects the Tribe’s
commitment to building a self-sustaining, replicable framework for Native youth academic

achievement, cultural identity, and lifelong success.

Inputs Activities Outputs Short-Term Long-Term
Outcomes (1-2 Outcomes (3+
Years) Years)

* Grant * Recruit and * 1 new * 60% of OST * Institutionalized

Funding onboard Tribal | instructor hired | participants show | immersion across

* Project instructor * School gains in oral age groups and

Director (0.5 | (Month 1-2) contract proficiency school settings

FTE) * Execute implemented * Increased use of | * Replicable model

* New Full- service contract | * 60 OST Passamaquoddy in | for other Tribal

Time with Sipayik workshops held | homes and school | communities

Instructor Elementary (by | 5 years of settings * Sustainable

* Partnership | Day 30) daily language | * 75 toddlers instructional

with Sipayik | « Implement 60 | nest instruction | exposed to workforce and

Elementary OST delivered immersive homegrown content

* Sipayik workshops * 10+ QR instruction * Increased
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Museum and
Youth Center
* Part-time
Cultural
Instructor
(contracted)
* Evaluation
partner with
Indigenous

expertise

(monthly)

* Launch daily
language nest
for toddlers at
Sipayik
Elementary

* Deliver in-
school and
after-school
instruction at
Sipayik
Elementary

* Develop and
distribute 10+
culturally
grounded
teaching
materials

* Conduct
seasonal
planning
meetings with

elders and

flashcards,
posters, and
toolkits created
* Quarterly
planning
meetings
completed

* 3 annual
evaluation
reports

delivered

* 300 students
engage in in-school
cultural-STEM
lessons

* Increased
parental and elder
engagement

* Baseline and
comparative
evaluation data

captured

college/career
readiness among
Native youth

* Elevated Tribal
sovereignty
through language

and cultural fluency
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Advisory
Council

* Coordinate
evaluation and
data collection
with external

consultant

(2) The extent to which the design of the proposed project demonstrates meaningful community
engagement and input to ensure that the project is appropriate to successfully address the needs
of the target population or other identified needs and will be used to inform continuous

improvement strategies.

This project is not an externally imposed solution or a consultant-driven exercise—it is the product
of more than a decade of community dialogue, cultural urgency, and grassroots leadership. The
entire design was informed by extensive engagement with elders, youth, caregivers, educators, and
Tribal Council members. Throughout 2022-2024, the Tribe held listening sessions, family
interviews, youth circles, and stakeholder meetings to identify priorities and shape the intervention.
These forums highlighted a consistent desire for immersive, intergenerational language learning,
family-based instruction, and education rooted in Passamaquoddy values. This input is embedded

into every element of the design.

For example, parents expressed concern that existing school systems do not reflect their children's

culture, history, or ways of learning. In response, the project embeds Tribal knowledge into both
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early learning and STEM curriculum—ensuring that children see themselves in their education.
Elders emphasized the importance of land-based learning and place-specific language. Therefore,
seasonal immersion camps, longhouse-based instruction, and shoreline harvesting activities have
been included as key learning settings. Youth asked for opportunities to learn alongside their
families, not just in isolation. Accordingly, OST workshops are structured to include whole

families—making learning a communal, not individual, journey.

Moreover, a Community Advisory Council—composed of fluent elders, youth liaisons,
educators, parents, and Tribal officials—will meet quarterly throughout the project period to guide
implementation, review progress, and recommend course corrections. This Council is empowered
not merely to advise, but to co-lead. Their feedback will directly inform staffing decisions,
curriculum pacing, and evaluation design. By integrating feedback loops, real-time consultation,
and cultural protocols for decision-making, the project ensures that it remains responsive,

accountable, and grounded in community sovereignty.

Continuous improvement is a core tenet of the project. Data collected through attendance,
satisfaction surveys, oral assessments, and elder interviews will be used not only for reporting, but
to make ongoing adjustments. For example, if workshop attendance drops, the Council may
recommend changing locations, modifying childcare supports, or shifting times. If language
retention is lower among early learners, curriculum materials will be restructured in collaboration
with caregivers. In short, this is a living project—one that breathes with and through the people it

1S meant to serve.

(3) The extent to which the design for implementing and evaluating the proposed project will

result in information to guide possible replication of project activities or strategies, including
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valid and reliable information about the effectiveness of the approach or strategies employed by

the project.

A central strength of this proposal is its replicability—not in the sense of “one-size-fits-all,” but
as a culturally grounded model that can be adapted by other Wabanaki or Tribal communities
seeking to activate language and culture in education. To support replication, the project includes
a robust implementation and evaluation strategy that documents not only what activities occurred,

but how, why, and with what adaptations.

Implementation will be tracked through detailed weekly logs, co-teacher reflections, lesson plan
repositories, and audio/video documentation of instruction. Curriculum units will be archived in
both print and digital form, with metadata describing the target age group, learning setting (e.g.,
longhouse, museum, school), and cultural context. Materials created—such as vocabulary books,
posters, and digital tools—will be formatted for open-source distribution and accompanied by

guidance on usage, adaptation, and reproduction rights.

Evaluation will include both formative and summative elements. Formatively, the project will
collect data throughout the grant period to inform quality improvement. From a summative
standpoint, the evaluator will use mixed-methods techniques—qualitative interviews, quantitative
oral fluency assessments, and comparative pre/post metrics—to measure impact. Validity will be
supported by the use of ACTFL-inspired oral proficiency frameworks adapted for Indigenous
languages, developed in partnership with the Tribe’s fluent elders and curriculum specialists.
Reliability will be ensured through consistent training of evaluation staff, standardized assessment

prompts, and inter-rater verification procedures.
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Importantly, the project will culminate in the development of a Replication Toolkit, including: an
annotated curriculum guide, a teacher training handbook, a community engagement framework,
and a roadmap for building school partnerships. This toolkit, co-created with the evaluator and
advisory council, will be shared with other Tribal Nations and regional organizations seeking to
adapt this model to their own contexts. The Passamaquoddy Tribe is committed not only to local
transformation, but to regional knowledge-sharing—ensuring that the insights gained benefit the

broader field of Native education.

(4) The quality of the proposed demonstration design, such as qualitative and quantitative
design, and procedures for documenting project activities and results for underserved

populations.

The demonstration design integrates rigorous methods with cultural responsiveness, ensuring that
both technical validity and Indigenous knowledge systems are honored. The evaluation will use a
convergent mixed-methods design, collecting qualitative and quantitative data concurrently, then

analyzing the findings together to understand both numerical trends and narrative meaning.

Quantitative data will include: pre- and post-program fluency assessments using oral proficiency
checklists; participation rates; family engagement metrics; and number and distribution of learning
materials. All data will be disaggregated by age group, gender, setting (OST, school, etc.), and

enrollment status (on- or off-reservation) to track equity in access and results.

Qualitative data will include: semi-structured interviews with learners, caregivers, and elders;
open-ended surveys; facilitator journals; and video documentation of learning sessions. The

evaluation will also include a cultural storytelling protocol to capture the lived experiences of
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language learners—particularly those from underserved populations, such as single parents, rural

residents, and elders with limited mobility.

Documentation will be managed using encrypted cloud storage, with protocols for community
review and data sovereignty. Evaluation findings will be presented not just in technical reports,
but through community story circles, graphic summaries, and youth-led presentations. In this way,

data becomes a tool for reflection, accountability, and celebration—not merely compliance.

(5) The extent to which the proposed project demonstrates a rationale (as defined in this notice)

that is aligned with the purposes of the grant program.

This project demonstrates a strong rationale, meeting the definition provided in the federal notice
for applications. The proposed activities are informed by well-established evidence—both national
and Tribal—about what works in Native youth education. Multiple studies have shown that
cultural and language immersion are positively correlated with academic achievement, resilience,
identity development, and mental health among Indigenous youth. For instance, research published
by the National Congress of American Indians and the Office of Indian Education highlights the
benefits of culturally relevant curriculum, place-based learning, and intergenerational instruction

in improving graduation rates and postsecondary readiness.

In addition, the project builds directly on past successes within the Passamaquoddy community.
The earlier ANA-funded language revitalization project demonstrated strong engagement, created
lasting materials, and trained a generation of semi-fluent learners. That project was lauded in
federal technical reviews for its community ownership, high-quality implementation, and

measurable outcomes. However, it stopped short of full immersion and did not build sustainable

Page 18 of 30

PR/Award # S299A250097
Page e27



PROJECT TIMELINE

Month Key Activities Responsible Party

Month 1 Project launch, staff recruitment, Project Director, Community
finalizing contracts, initial Advisory | Project Development Specialist,
Council meeting Tribal Council

Month 2 Hire Tribal Instructor, finalize Project Director, HR Dept., Sipayik
service agreements, onboard staff, Elementary
plan first OST workshop

Month 3 Launch first OST workshop, begin | Project Director, Instructor, Sipayik
in-school and early childhood Educators
instruction, distribute learning kits

Month 4 OST workshop #2, begin QR Instructor, Project Director, Third-
flashcard development, formative Party Evaluator
evaluation planning

Month 5 OST workshop #3, develop Instructor, Project Director
instructional posters, Advisory
Council review #1

Month 6 OST workshop #4, evaluator Project Director, Evaluator,
baseline data collection, prepare Instructor
summer programming materials

Month 7 OST workshop #5, student-led Instructor, Students, Project
projects begin, QR audio tool Director
prototyping

Month 8 OST workshop #6, distribute Instructor, Evaluator, Project
summer-themed kits, poster Director
production, evaluator check-in

Month 9 OST workshop #7, begin field- Instructor, Project Director
based STEM activities, Advisory
Council review #2

Month 10 OST workshop #8, host community | Instructor, Project Director
cultural event, design fall
instructional units

Month 11 OST workshop #9, storytelling Instructor, Evaluator
events, finalize flashcards, reflect on
implementation feedback

Month 12 OST workshop #10, Year 1 Project Director, Evaluator,
evaluation summary, final Advisory | Advisory Council
Council meeting, Plan Year 2

For Months 13 through 60 (Years 2-5), all core instructional and programmatic activities continue
with fidelity. This includes monthly OST workshops, school-based and early childhood immersion
instruction, family engagement, QR toolkit development, seasonal STEM and cultural ceremonies,
ongoing Advisory Council meetings, and yearly evaluation cycles. Responsibility remains
distributed among the Project Director, full-time Instructor, and contracted educators.
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