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Abstract 

A federally-recognized Tribe, Ute Mountain Ute Tribe will serve as the Lead Applicant under Competitive 

Preference Priority 1 and 3. The Tribe will leverage a wealth of existing resources to implement Project 

Peak 2.0, ensuring youth are able to access programming aligned to Ute values in their home community, 

while maximizing the reach of federal dollars and avoiding wasteful duplication of services. UMUT will 

serve youth from kindergarten through Grade 12 with high-quality learning opportunities. Early childhood 

education will focus on Ute language workshops and storytelling, weekly tutoring in reading and math, 

parent engagement, and project-based learning units on Ute values and ecology, strengthening youth 

connections to the community and preparing youth to make sufficient academic growth by the completion 

of Grade 3. Middle and high school students will benefit from academic coaching and tutoring, Ute history 

workshops, STEM and robotics, mini courses aligned to career pathways (such as technology, healthcare, 

tribal government, trades), college exploration trips, career awareness workshops through Southwestern 

Indian Polytechnic Institute (Native American-Serving Nontribal Institution receiving funding from the 

Bureau of Indian Education) and Fort Lewis College, and paid internships with tribal departments. Ensuring 

Ute students are prepared for college and careers, Project Peak 2.0 will improve academic achievement, 

strengthen college and career readiness, enhance cultural identity and leadership, and support educator 

development and Tribal engagement. Project Peak 2.0 was designed by a multi-stakeholder group 

Advisory Council, including Tribal leadership, Elders, parents, educators, and representatives from 

Southwestern Indian Polytechnic Institute, Fort Lewis College, Kwiyagat Community Academy, UMUT 

Economic Development Department, UMUT Farm & Ranch Enterprise, UMUT Sleeping Ute Diabetes 

Initiative, Tiwahe Initiative, and Weeminuche Construction Authority. 

 
PR/Award # S299A250079

Page e8



 
 

Page | 1  
Project Peak 2.0 
2025 

Competitive Preference Priority 1: Tribal Lead Applicant  

     Ute Mountain Ute Tribe is a federally recognized Tribe and will serve as the Lead Applicant for this 

initiative, eligible for two points. 

Competitive Preference Priority 3: Improving Educational Opportunities and Achievement of

Indian Children and Youth  

 

     Ute Mountain Ute Tribe will serve youth from kindergarten through Grade 12 with high-quality learning 

opportunities. Early childhood education will focus on Ute language workshops and storytelling, weekly 

tutoring in reading and math, parent engagement, and project-based learning units on Ute values and 

ecology, strengthening youth connections to the community and preparing youth to make sufficient 

academic growth by the completion of Grade 3. Middle and high school students will benefit from 

academic coaching and tutoring, Ute history workshops, STEM and robotics, mini courses aligned to career 

pathways (such as technology, healthcare, tribal government, trades), college exploration trips, career 

awareness workshops through Southwestern Indian Polytechnic Institute (Native American-Serving 

Nontribal Institution receiving funding from the Bureau of Indian Education) and Fort Lewis College, and 

paid internships with tribal departments. Partnership agreements involving Ute schools, and a wide range 

of Ute Tribal Departments are appended. Ute Mountain Ute Tribe is eligible for two points in this section. 

Need for the Project: 20 points 

(1) Project demonstrates the magnitude of the need for the services to be provided or the activities to 

be carried out by the proposed project. (Up to 10 points) 
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     The Ute Mountain Ute are a federally recognized Tribe living on the 889.1 square miles of the Ute 

Mountain Ute Tribe Reservation in the Four Corners Region of America’s Southwest, spanning across 

Montezuma County (Towaoc), Colorado and San Juan County (White Mesa), Utah. Towaoc is secreted 
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away southwest of Mesa Verde National Park and 

northeast of scenic Monument Valley. Most 

Tribal members live on the reservation in 

Towaoc, with a smaller population in the White 

Mesa community. This is a harsh, isolated land, 

with no nearby cities.  

     Beginning in the 1930s, Ute children were subjected to the boarding school model of assimilation, which 

disregarded the Ute culture and language in favor of the traditional American education. Ute families lost 

their Ute language and cultural knowledge as generations of children were pulled from their homes to learn 

American history, art, music, and science in English, and forbidden to speak Ute or discuss traditional 

stories. The reverberations of these destructive policies, designed to be a “massive pulverizing engine,” are 

still felt today. Ute children of the Boarding School Era lost their connection to the Ute community and 

have raised generations of children who feel completely disengaged and without self-identity, making them 

vulnerable to drug abuse, domestic violence, diabetes and suicide. A direct result of Indian Boarding School 

Era policies, in 2025, poverty impacts 62% of UMUT children (more than double the rate in Colorado).i  

Poverty significantly detracts from the quality of life in this rural region where the per capital income 

($12,228) is about one-third of the US average ($34,103) and the median household income is $26,628, 

also approximately one-third of the US average. Half of residents live below the poverty line, quadrupling 

the national average of 12%. Approximately 96% of the community is Native American. Just 4% of 

residents have attained a Bachelor’s degree or higher, less than a fifth of the US average of 35%. Work is 

underway to recapture the traditional Ute language, and encouragingly, 35% of UMUT adults report 

speaking “Other” at home, indicating ongoing efforts to renew lost heritage through the Ute language. 
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Unfortunately, at this time, the US Census Bureau also reports that 91% of UMUT children speak English 

only at home. 

     Despite the assimilation tactics endured by Ute families, UMUT children are not appropriately served 

by existing public schools, even today. At this time, the vast majority of UMUT children are bused to 

Montezuma Cortez schools, a journey that can take nearly an hour in each direction. Against all standard 

measures, Ute students demonstrate a desperate need for culturally aligned educational options. For 

generations, traditional public school assessments have shown Ute youth are far behind non-tribal peers in 

academic performance. The Montezuma Cortez School District RE-1 School View District Profile released 

by the Colorado Department of Education from 2023-2024 (most recent published) shows the following 

statistics:ii  

 

 

 

 

 

Native American children comprise 27% of enrollment. 

 Native American children comprise 11% of students in Gifted and Advanced classrooms. 

 Native American children comprise 36% of students in Special Education classrooms. 

 Native American children accounted for 50% of all suspensions. 

 In 2024, 16.7% of UMUT students met reading and writing standards for Grades 3 and 5. 

o 40.7% of non-tribal affiliated students met these standards. 

 

 

 

In 2024, less than 3% of UMUT students met math standards for Grade 4. 

o 23% of non-tribal affiliated students met these standards. 

 In 2024, 17% of UMUT K-3 students were reading at grade level. 

o 54% of non-tribal affiliated students met these standards. 

 In 2024, less than 3% of Grade 7 students met standards in reading and writing. 

o 30% of non-tribal affiliated students met reading and writing standards. 
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 In Fall 2023, 63% of parents of Native American students indicated they do not believe “All 

student’s cultures are acknowledged and respected in school.” 

Although Montezuma Cortez School District RE-1 offers K-12 education, approximately 33% of UMUT 

high school students attend various boarding schools around the county, such as Riverside Indian School 

in Anadarko, Oklahoma, due to suspensions and a need for alternative options. 

     There can be little doubt that the current public educational system is failing Ute children.  

(2) Gaps or challenges are identified and will be addressed by the services, supports, infrastructure, 

or opportunities described in the proposed project. (Up to 5 points) 

     Together with Elders, Tribal Government Officials, community representatives, parents, and youth, the 

Ute Mountain Ute Tribe designed Project Peak 2.0 to bring sustainable, lasting solutions to the persistent 

challenges facing UMUT youth. 

Challenge Project Peak 2.0 Strategies 

Less than one-in-five UMUT 

children achieve reading and 

math expectations by Grade 3. 

Grades K-5 

After school tutoring in reading and math. 

Family Literacy Nights. 

After school and summer academic enrichment and project-based

learning units. 

 

Less than one-in-ten UMUT

children achieve reading and

math expectations by Grade 8. 

 

 

Grades 6-8 

After school academic coaching and tutoring.  

Monthly STEM and Robotics Club. 

Peer tutoring and mentoring with high school. 
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UMUT youth struggle to find

relevant cultural connections in

school learning. 

 

 

K-5: Monthly storytelling and Ute language workshops, Family 

Culture Nights, project-based learning units on Ute values and 

ecology, Mentor-in-Training program for Grade 5 students. 

6-8: Bi-monthly cultural identity and history classes, youth 

storytelling and video / podcast projects, student leadership

programming, career pathways mini courses related to local 

opportunities, career pathway explorations. 

 

9-12: Leadership classes, creation of a Student Council, career 

awareness workshops with Southwestern Indian Polytechnic

Institute and Fort Lewis College, college exploration trips, FAFSA / 

college / scholarship application support, internships with Tribal

departments, creation of Ute Student Alumni Network. 

 

 

6-12: Tribal Mentors will be recruited and trained to work directly 

with youth (10 in Year One, 20 in Years Two-Three). Annual Youth-

Adult Cultural Exchange Summit will be held. 

Educators struggle to promote

success for UMUT youth. 

 UMUT will host professional development opportunities for

educators serving Ute children, including: Culturally Responsive

Teaching 101 seminar, Engaging Native Learners with Project-

 

 

Based Learning workshops, Trauma-Informed Practice in Native

Communities training, summer retreat Curriculum Co-Design with 

Tribal Elders, and a Professional Development Summit in Year 3. 
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(3) Project will address the needs of underserved populations. (Up to 5 points) 

    The Tribe will leverage a wealth of existing resources to implement Project Peak 2.0, ensuring youth 

are able to access programming aligned to Ute values in their home community, while maximizing the 

reach of federal dollars and avoiding wasteful duplication of services. 

• Southwestern Indian Polytechnic Institute: A Bureau of Indian Education (BIE)-funded post-

secondary institution and proud member of the American Indian Higher Education Consortium, 

SIPI will host campus tours for project participants, and engage with UMUT youth, families, 

educators, and community members in support of Project Peak 2.0 activities. 

• Fort Lewis College: A Native American-Serving Nontribal Institution, Fort Lewis College will 

host campus visits and participate in career awareness workshops for Ute youth, building 

motivation to pursue post-secondary education that will lead to meaningful employment in the 

region. Importantly, UMUT youth are all eligible to enroll and attend Fort Lewis College free of 

charge following high school graduation. 

• UMUT Community Center: Will offer space for Project Peak 2.0 activities, including after 

school tutoring, summer academic enrichment, project-based learning, STEM and Robotics Club, 

Peer Tutoring and Mentoring, Cultural Identity and History classes, storytelling and video / podcast 

projects, student leadership programming, career pathways mini courses related to local 

opportunities, and other career pathway exploration. The UMUT Community Center will provide 

space for a youth Student Council to meet, and for various workshops related to post-secondary 

vocational training, college enrollment, or workforce development. This centrally located facility 

will ensure youth have access to services, overcoming transportation barriers. 
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• Kwiyagat Community Academy: Will offer space for Project Peak 2.0 activities. Also centrally 

located, KCA will serve approximately 100 students K-5 in the 2025-2026 school year. KCA will 

host elementary after school tutoring and enrichment activities, Family Culture Nights, project-

based learning on Ute values and ecology, Mentor-in-Training for Grade 5 students, and Family 

Literacy Nights, overcoming transportation barriers and ensuring youth are able to participate. 

• Tiwahe Initiative: Under the banner of the Tiwahe Initiative, UMUT operates youth enrichment 

activities after school, on weekends and during the summer months, including Native Cooking 

classes, Walking and Hiking outdoor fitness programs, and Photography workshops. Project Peak 

2.0 represents strategic expansion and enhancement of this foundational programming, bringing a 

strong academic and career focus to existing efforts, representing the next logical step in Tribal 

efforts to support youth. Juanita Plentyholes, Tiwahe Director, will serve as the Program Director 

of Project Peak 2.0, dedicating 0.25 FTE to this expansion as an in-kind contribution. Through the 

Tiwahe Initiative, Plentyholes has established strong connections with Ute youth and families, and 

is a trusted and respected Elder leading enrichment directly aligned with Ute culture. This respect 

and familiarity is crucial to youth recruitment efforts for Project Peak 2.0.  

• Weeminuche Construction Authority: A leading Tribal enterprise, WCA employs skilled 

tradesmen and builders to serve the Ute community. Through Project Peak 2.0 youth will be 

introduced to career opportunities at WCA and offered opportunities to participate in six-week 

internships. Careers in the trades, construction, and building are viable options for Ute youth, and 

Project Peak 2.0 will provide new access to career pathway exploration. 

• UMUT Farm & Ranch Enterprise: A leading Tribal enterprise, UMUT Farm & Ranch operates 

7,700 irrigated acres producing alfalfa, corn, and wheat, and manages a cow herd of 700 animals. 
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Through Project Peak 2.0 youth will be introduced to career opportunities at UMUT Farm & 

Ranch Enterprise and offered opportunities to participate in six-week internships. Careers in the 

farming, agriculture, irrigation, and animal husbandry are viable options for Ute youth, and Project 

Peak 2.0 will provide new access to career pathway exploration. 

• UMUT Economic Development Department: A leading Tribal enterprise, the UMUT Economic 

Development Department operates the Ute Mountain Ute Casino, the Ute Mountain Ute Pottery / 

Gallery, and the Ute Mountain Ute Travel Plaza. Through Project Peak 2.0 youth will be 

introduced to career opportunities at UMUT Economic Development Department and offered 

opportunities to participate in six-week internships. Careers in gaming, administration, food 

service, the arts, tourism, and sales are viable options for Ute youth, and Project Peak 2.0 will 

provide new access to career pathway exploration. 

• Sleeping Ute Diabetes Prevention Program: A Tribally-run health initiative, Sleeping Ute 

Diabetes Prevention Program conducts outreach, education, and support to the Ute community. 

Through Project Peak 2.0 youth will be introduced to career opportunities at Sleeping Ute 

Diabetes Prevention Program and offered opportunities to participate in six-week internships. 

Careers in healthcare, nutrition, and administration are viable options for Ute youth, and Project 

Peak 2.0 will provide new access to career pathway exploration. 

• Innovative Educator Consulting: A private LLC specializing in engaging professional 

development for educators, Innovative Educator Consulting is an established partner delivering 

training to UMUT educators. While 100 Ute youth benefit from elementary education at Kwiyagat 

Community Academy, most children from the UMUT Reservation are bused to public schools in 

border towns, where they struggle to achieve success. Offering academic support for youth after 
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school and on weekends will address some of these issues, however Project Peak 2.0 will also 

work to build capacity to meet the needs of Ute children in the public school classroom. Working 

with Innovative Educator Consulting, UMUT will leverage grant funds to offer comprehensive 

professional development for ALL local educators. Delivered in coordination with KCA and 

Montezuma Cortez School District RE-1, workshops will include: Culturally Responsive Teaching 

101 seminar, Engaging Native Learners with Project-Based Learning workshops, Trauma-

Informed Practice in Native Communities training, a summer retreat Curriculum Co-Design with 

Tribal Elders, and a Professional Development Summit.  

• CROPS: Non-profit partner CROPS will take part in on-site meetings, delivering capacity 

building support for UMUT and all project partners, troubleshooting challenges to ensure the 

initiative remains on track to achieve all goals and objectives. 

Sustainability: It is crucial that Project Peak 2.0 activities continue beyond the initial 36-month funding 

period. UMUT is already demonstrating commitment to sustainability by creating a Program Director 

position that is funded in-kind – a position that will continue beyond funding. Community coordination and 

partnership are crucial to systems-based change, and Project Peak 2.0 involves numerous partners. 

Importantly, programmatic success will directly impact partners, creating qualified future students (KCA, 

Southwestern Indian Polytechnic Institute, and Fort Lewis College) and qualified future employees (Tribal 

Workforce Partners). Conducting comprehensive evaluation efforts will build a clear description for the 

impact of Project Peak 2.0, generating a compelling case for continued programmatic funding through 

Tribal revenues, partnership contributions, and additional funding opportunities.  

     The Project Peak 2.0 initiative represents a strategic, community-rooted investment in the next 

generation of Ute Mountain Ute leaders. This program is intentionally designed to affirm cultural identity, 
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close educational opportunity gaps, and build long-term systems of support for both youth and educators. 

With strong tribal partnership, dedicated mentorship, and a clear roadmap for academic and personal 

success, this project will serve as a model of Indigenous educational excellence. 

     Please Note: All Project Peak 2.0 services will be supplemental to the education program provided 

by local schools attended by the students to be served. All funding received will be supplemental to 

existing sources, such as Johnson O’Malley funding. The availability of funds for supplemental 

special education and related services does not affect the right of the child to receive FAPE under 

Part B of the IDEA or Section 504, and the respective implementing regulations. 

Quality of the Project Design: 40 points 

(1) Goals, objectives, and outcomes are clearly specified, measurable, and ambitious yet achievable 

within the project period, and aligned with the grant program. (Up to 5 points) 

Overall Goal: Ensure Ute students are prepared for college and careers. 

Sub-Goal #1: Improve Academic Achievement 

Objective 1.1: Annually, elementary (3-5) youth participants will increase their literacy and numeracy 

report card scores by 10% over their baseline (2024-2025) school year report card. 

Objective 1.2: Annually, middle and high school (6-12) youth participants will increase their GPA by at 

least six points over their baseline (2024-2025) school year report card. 

Objective 1.3: Annually, graduation rates among participating high school seniors will reach at least 

65% (Montezuma-Cortez RE-1 average for Native American students is 58.3%)iii.  

Outcomes: Annually, at least 30 elementary youth will take part in academic tutoring and enrichment 

activities on UMUT lands. Annually, at least 40 middle and high school youth will take part in academic 

tutoring, enrichment activities, and mentoring on UMUT lands. 
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Sub-Goal #2: Strengthen College and Career Readiness 

Objective 2.1: Annually, at least 25 participants will complete an internship in a career field. 

Objective 2.2: Annually, at least 40 youth will participate in a career exploration presentation or activity, 

or a college-related workshop or field trip. 

Objective 2.3: Annually, at least 80% of high school Seniors participating in Project Peak 2.0 will apply 

to at least one post-secondary opportunity. 

Outcomes: Youth will build awareness of local training and career opportunities. 

Sub-Goal #3: Enhance Cultural Identity and Leadership 

Objective 3.1: Annually, at least 70 youth will participate in cultural enrichment workshops. 

Objective 3.2: The Project Peak 2.0 Student Leadership Council will meet at least four times annually. 

Outcomes: Youth will strengthen cultural identity and leadership skills. Increased community 

commitment to supporting youth 

Sub-Goal #4: Support Educator Development and Tribal Engagement 

Objective 4.1: Annually, at least 15 educators will participate in professional development opportunities

sponsored through Project Peak 2.0.  

 

Objective 4.2: Annually, at least ten Tribal members will serve as trained Mentors for youth participants.  

Outcomes: Increased capacity to deliver effective instruction for Ute youth in the classroom. 

(2) Design demonstrates meaningful community engagement and input to ensure that the project is 

appropriate to successfully address the needs of the target population and will be used to inform 

continuous improvement strategies. (Up to 10 points) 

     Project Peak 2.0 was designed by a multi-stakeholder group Advisory Council, including Tribal 

leadership, Elders, parents, educators, and representatives from Southwestern Indian Polytechnic Institute, 
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Fort Lewis College, Kwiyagat Community Academy, UMUT Economic Development Department, 

UMUT Farm & Ranch Enterprise, UMUT Sleeping Ute Diabetes Initiative, Tiwahe Initiative, and 

Weeminuche Construction Authority. Throughout the 36-month initiative, quarterly meetings led by the 

Principal Investigator and Program Director will be held for representatives of all stakeholder groups, 

creating a formal opportunity to review project progress and assess any needed modifications in real-time. 

Held at the UMUT Community Center, meeting minutes will be captured and disseminated to all 

stakeholder representatives to ensure everyone is aware of project progress even when meeting attendance 

was not possible. Importantly, non-profit partner CROPS will take part in these on-site meetings, delivering 

capacity building support for UMUT and all project partners, troubleshooting challenges to ensure the 

initiative remains on track to achieve all goals and objectives.  

     Focus groups will be conducted at least twice annually, seeking deeper input from youth, parents, 

educators, and workforce representatives. UMUT will work with an external evaluation firm to monitor 

qualitative and quantitative measures gathered through youth attendance, report card performance, youth 

surveys, stakeholder meetings, focus groups, Mentor surveys, internship summaries, professional 

development attendance, and professional development summaries or pre/post surveys. Compiled into 

Quarterly Reports, the flow of data will be used to drive the continuous improvement feedback loop, 

enabling a nimble project design that is able to adjust to any gaps or weaknesses discovered throughout 

implementation. Quarterly Reports will be utilized as a framework for discussion at quarterly meetings 

and will be distributed to all stakeholders at least five business days prior to each meeting.  

(3) Design for implementing and evaluating the proposed project will result in information to guide 

possible replication of project activities or strategies, including valid and reliable information about 

the effectiveness of the approach. (Up to 10 points)  
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      The 0.10 FTE Principal Investigator will work hand-in-hand with an External Evaluator to provide 

objective summative and formative data collection and evaluation services for Project Peak 2.0. Services 

will include data gathering, monitoring, fidelity checks and audits, development of summative evaluation 

reports, development of the Annual Progress Report, and establishment of the formative evaluation system. 

Amanda Shepler, Inc. (ASI), an experienced grant evaluation firm with a long history of working hand-in-

hand with UMUT, will be responsible for submitting Quarterly Progress Reports, monitoring both 

qualitative and quantitative data sets that comprehensively illustrate the impact of project activities on all 

stakeholders, including students, families, staff, and partnering agencies. Project evaluation will be 

continuous and ongoing throughout the project period, providing real-time qualitative and quantitative data 

sets that illustrate the impact of related activities on students, teachers, and parents. Together, the Principal 

Investigator and the External Evaluator will complete all data tracking, recording, and analyzing, 

completing Quarterly Progress Reports that highlight successes as well as areas where modifications must 

be made to better promote attainment of objectives. A critical function of Quarterly Progress Reports is to 

serve as the basis for continuous program improvement. The Principal Investigator and External Evaluator 

will also prepare and submit any required annual performance reports and final performance reports. All 

reports will include information regarding the degree to which the program has achieved its intended goals, 

objectives, and outcomes, along with qualitative feedback gathered from surveys. Reports will include all 

required elements, including the required performance measures, as shown in the table below. 

Activities Evaluation Efforts 

Measures Collection 

Timeline 

Report Cards  Quarterly 
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K-5: After school tutoring in reading and math; Family

Literacy Nights; After school and summer academic

enrichment and project-based learning units. 

 

 

6-8: After school academic coaching and tutoring;

Monthly STEM and Robotics Club; Peer tutoring and

mentoring with high school. 

 

 

9-12: Leadership classes, creation of a Student Council

career awareness workshops, college exploration trips,

FAFSA / college / scholarship application support,

internships with Tribal departments, creation of Ute

Student Alumni Network (Year 3). 

, 

 

 

 

6-12: Tribal Mentors will be recruited and trained to work 

directly with youth (10 in Year One, 20 in Years Two-

Three). Annual Youth-Adult Cultural Exchange Summit

will be held. 

 

Youth Surveys Twice Annually 

Youth Focus Groups Annually 

Parent Focus Groups Annually 

Employer Focus 

Groups 

Annually 

Educator Focus 

Groups 

Annually 

Youth Attendance Monthly 

Stakeholder Meetings Quarterly 

Mentor Surveys Twice Annually 

Internship Summaries Quarterly 

Graduation Rates Annually 

Post-Secondary Plans Annually 

Educators: UMUT will host professional development

opportunities for educators serving Ute children,

including: Culturally Responsive Teaching 101 seminar,

Engaging Native Learners with Project-Based Learning

 

 

 

 

Measures Collection 

Timeline 

Professional 

Development 

Attendance 

Twice Annually 
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workshops, Trauma-Informed Practice in Native

Communities training, summer retreat Curriculum Co-

Design with Tribal Elders, and a Professiona

Development Summit in Year 3. 

 

l 

Professional 

Development 

Summaries 

Twice Annually 

Pre/Post Surveys from 

Educator Participants 

Twice Annually 

Performance Measures 

1. Number and Percentage of Annual Measurable Objectives unique to each application that are met. 

     *Measured against Project Objectives described on pages 9-10 and again in Logic Model below. 

2. Number of and percentage increase in community collaborative efforts that promote college and career 

readiness of Indian children. 

     *Measured considering: Number of Mentors, Number of Student Internship Partners, Number of  

  Career Awareness Presentations, Number of Community Partners.     

A Project Blueprint will be built over three years, to include Quarterly Progress Reports with analyses 

of both qualitative and quantitative data (comparing significant student sub-groups to Montezuma Cortez 

School District RE-1 results as appropriate), as well as meeting minutes from the Advisory Council as they 

determine the best course of action for project modifications as illustrated necessary by benchmark 

outcomes that do not align to timely objective attainment. Each Quarterly Progress Report will include 

separate chapters of impact and outcome data, categorized under the major activity sets of the project, 

including:  K-5, 6-8, 9-12, 6-12, and Educator-Focused strategies. 

     Combined with this narrative application, the Project Blueprint will guide replication in any willing 

community. Ultimately, the Project Blueprint will become a powerful resource available for dissemination, 

illustrating the full impact of project activities on Native American populations, contributing to the national 

 
PR/Award # S299A250079

Page e24



 
 

Page | 16  
Project Peak 2.0 
2025 

community’s knowledge and understanding of effective strategies for Indigenous populations. This will be 

particularly important as Project Peak 2.0 explores the impact of blending Indigenous and Western 

knowledge systems, embracing a balanced, comprehensive, and culturally aligned curricular framework 

that adapts to local circumstances. Quarterly Advisory Council meetings will provide structured 

opportunities to delve into feedback from a variety of qualitative and quantitative sources by key 

stakeholders and project leaders – facilitating the process of instituting project-change to promote 

continuous improvement.  

(4) Proposed demonstration design, such as qualitative and quantitative design, and procedures for 

documenting project activities and results for underserved populations. (Up to 5 points) 

     The Principal Investigator will work with the External Evaluator to develop and implement a framework 

to provide ongoing feedback and assessment that includes formative and summative evaluation. The 

evaluation plan will provide accurate and continually updated data so that stakeholders can better see where 

the project started, what is being accomplished, and what needs to change--if anything-- to meet the needs 

of students and teachers best and achieve the mission and goals of the program. Quarterly Progress Reports  

will present preliminary findings and summarize perceived trends apparent in the data analysis. Progress 

reporting, consistent data analysis and review, and the commitment to using a data-driven-decision-making 

process to improve our project approach continually will be critical elements that ensure the program will 

accomplish its set goal, objectives, and targeted outcomes. At the start of the program, a detailed evaluation 

plan will be finalized, with schedules, roles, and responsibilities clarified and agreed upon. This will help 

to align the evaluation activities with intended outcomes further and build a shared understanding of the 

part of the evaluation in the program’s implementation. Program staff will prepare monthly reports 

summarizing activities conducted. The Principal Investigator will meet with program personnel monthly to 
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review and discuss these reports. Assessment and evaluation data will be summarized monthly and 

presented to the Advisory Council for review during regular meetings. Quarterly Progress Reportss will 

also report on data collection, flow-through, quality, clean-up, and implementation/results gaps.  

Quantitative data will be gathered from school records, attendance sign-in sheets, report cards, 

graduation rates, standardized assessments, budget and expenditure reports, and pre-post surveys of 

educators participating in professional development. The Principal Investigator will work with the Program 

Director and Enrichment and Academic Director to outline data collection parameters, strategies, 

procedures, and timelines. Qualitative data will be derived from regularly administered youth and mentor 

surveys, through Focus Groups of youth, parents, employers, and educators, through internship summaries, 

stakeholder meeting minutes, post-secondary plans, and professional development summaries. The 

Principal Investigator will administer surveys, which will follow requirements for gathering objective data 

through open-ended questionnaires and non-leading surveys.  

While the outcome evaluation will assess the impact of the project on youth outcomes, the process 

evaluation will measure the extent to which the program was implemented as planned. The process 

evaluation will use a fidelity checklist to assess the implementation of specific structures and activities, as 

well as the implementation of the overall initiative, with attention to how student learning and career 

ambitions changed because of the activities and strategies implemented.  Quarterly Progress Reports will 

document the specific strategies being implemented and the number of students served.  

Procedures and analyses: All data will be compiled and coded for each student and stored in a secure 

database. No individually identifiable student information will be used in the evaluation process. Using 

district-assigned identification numbers, a relational database will be created to allow both data analyses 

over the project period. T-test statistics will be calculated to compare means in the outcome variables 
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between program years and to the “control group” populations reported by Montezuma Cortez School 

District RE-1. 

     Led by the Principal Investigator, the Advisory Council, including Tribal leadership, Elders, parents, 

educators, and representatives from Southwestern Indian Polytechnic Institute, Fort Lewis College, 

Kwiyagat Community Academy, UMUT Economic Development Department, UMUT Farm & Ranch 

Enterprise, UMUT Sleeping Ute Diabetes Initiative, Tiwahe Initiative, and Weeminuche Construction 

Authority will meet quarterly to review and discuss progress and potential modifications. This strategy will 

result in a comprehensive Project Blueprint for dissemination – comprised of Quarterly Progress Reports 

and meeting notes describing proposed and accepted activity adjustments.  

(5) Proposed project demonstrates a rationale. (Up to 10 points) 

     The Project Peak 2.0  Logic Model is below:        

Overall Goal:  

Ensure Ute students are prepared for college and careers. 

Sub-Goals: 

Sub-Goal #1: Improve Academic Achievement 

Sub-Goal #2: Strengthen College and Career Readiness 

Sub-Goal #3: Enhance Cultural Identity and Leadership 

Sub-Goal #4: Support Educator Development and Tribal Engagement 

Inputs:  

0.10 FTE Principal Investigator, In-Kind Program Director, 1.0 FTE Enrichment and Academic

Director, Tribal Mentors (10 in Year One, 20 in Year Two, 20 in Year Three), Stipends for youth

internships, Stipends for Tribal departments offering youth internships. 
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Partnerships with Kwiyagat Community Academy, UMUT Economic Development Department, 

UMUT Farm & Ranch Enterprise, UMUT Sleeping Ute Diabetes Initiative, Tiwahe Initiative,

Weeminuche Construction Authority 

Innovative Educator Consulting Corporation educator workshops, Tutoring supplies, STEM supplies, 

Cultural Enrichment supplies, Project-Based learning supplies 

Capacity Building and Sustainability services, External Evaluation services. 

 

Objectives: 

Objective 1.1: Annually, elementary (3-5) youth participants will increase their literacy and numeracy 

report card scores by 10% over their baseline (2024-2025) school year report card. 

Objective 1.2: Annually, middle and high school (6-12) youth participants will increase their GPA by at 

least six points over their baseline (2024-2025) school year report card. 

Objective 1.3: Annually, graduation rates among participating high school seniors will reach at least 

65% (Montezuma-Cortez RE-1 average for Native American students is 58.3%). 

Objective 2.1: Annually, at least 25 participants will complete an internship in a career field. 

Objective 2.2: Annually, at least 40 youth will participate in a career exploration presentation or activity,

or a college-related workshop or field trip. 

 

Objective 2.3: Annually, at least 80% of high school Seniors participating in Project Peak 2.0 will

apply to at least one post-secondary opportunity. 

 

Objective 3.1: Annually, at least 70 youth will participate in cultural enrichment workshops. 

Objective 3.2: The Project Peak 2.0 Student Leadership Council will meet four times annually. 

Objective 4.1: Annually, at least 15 educators will participate in professional development opportunities 

sponsored through Project Peak 2.0.  
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Objective 4.2: Annually, at least ten Tribal members will serve as trained Mentors for youth participants. 

Outcomes:  

Annually, at least 30 elementary youth will take part in academic tutoring and enrichment activities on 

UMUT lands. Annually, at least 40 middle and high school youth will take part in academic tutoring, 

enrichment activities, and mentoring on UMUT lands. Youth will build awareness of local career

opportunities. Youth will strengthen cultural identity and leadership skills. Increased community

commitment to supporting youth. Increased community capacity to deliver effective instruction for Ute 

youth in the classroom. 

 

 

Strategies:  

K-5: After school tutoring in reading and math; Family Literacy Nights; After school and summer 

academic enrichment and project-based learning units. 

6-8: After school academic coaching and tutoring; Monthly STEM and Robotics Club; Peer tutoring 

and mentoring with high school. 

9-12: Leadership classes, creation of a Student Council, career awareness workshops, college 

exploration trips, FAFSA / college / scholarship application support, internships with Tribal departments, 

creation of Ute Student Alumni Network. 

6-12: Tribal Mentors will be recruited and trained to work directly with youth (10 in Year One, 20 in 

Years Two-Three). Annual Youth-Adult Cultural Exchange Summit will be held. 

Educators: UMUT will host professional development opportunities for educators serving Ute 

children, including: Culturally Responsive Teaching 101 seminar, Engaging Native Learners with 

Project-Based Learning workshops, Trauma-Informed Practice in Native Communities training, 
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summer retreat Curriculum Co-Design with Tribal Elders, and a Professional Development Summit in 

Year 3. 

 Evidence Base:  

In terms of strong theory, a large and growing body of research from diverse cultural settings document 

the academic benefits of approaches that systematically include home and community cultural 

practices as integral to the school curriculum. In the most comprehensive review to date of the research 

on improving Native American students’ academic performance, William Demmert, the first deputy 

commissioner for the U.S. Office of Indian education, noted the importance of Native cultural programs 

“in motivating students, promoting a positive sense of identity and self, stimulating positive attitudes 

about school and others…and supporting improved academic performance”.iv One of the first large-

scale studies to look at how culturally based education influences academic performance was published 

by Education Northwest in 2003.v They identified six critical elements associated with Native American 

student success for American Indian, Alaska Native, and Native Hawaiian students. The elements 

include the recognition and use of heritage languages; pedagogy that stresses traditional cultural 

characteristics and adult-child interactions; pedagogy in which teaching strategies are congruent with the 

traditional culture, as well as contemporary ways of knowing and learning; curriculum based on 

traditional culture that places the education of students in a contemporary context; strong Native 

community participation in the planning and operation of school activities; and knowledge and use of 

the social and political mores of the community. A review of multiple studies found strong empirical 

evidence that cultural connections enhance students’ academic and behavioral outcomes.vi vii Native 

American children achieve greater success when schools are perceived to be culturally relevant places.viii 

Educator training relevant to Native student populations is also crucial.ix Project Peak 2.0 will 
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intentionally integrate Ute heritage and culture into academic support, enrichment, and career

exploration activities, providing new opportunities for Native youth to showcase their skills and build 

their understanding of the Ute histories, strategies proven to promote achievement.x 

     Enrichment programming for all youth participants will place a spotlight on Ute heritage, creating fun 

and engaging opportunities to embrace the traditional culture for students, parents, staff, and community 

members. Regular interactions with Mentors will support students as they learn traditional ways of 

communication, thinking, interacting, eating, hunting, collecting traditional plants, and becoming 

physically fit through involvement in culturally relevant games, dance, singing, and travelling in the 

outdoors. Enrichment activities and academic tutoring support will be held at least 2.5 hours each week, 

40 weeks each year, creating the consistency and continuity youth and parents alike need to build 

academic skills and cultural connections. This is responsive to the recommendation of placing Elders in 

classrooms to focus on creating intergenerational community learning, experiential and practical

immersion activities, traditional practices that incorporate Indigenous knowledge, and integration of

language into existing programs – all Promising Practices identified by the First Nations Development 

Institute and the NEH.xi 

 

 

 

      

Quality of Project Personnel: 20 points 

(1) Applicant demonstrates it has project personnel or a plan for hiring of personnel who are 

members of groups that have historically encountered barriers, or who have professional or personal 

experiences with barriers, based on one or more of the following: economic disadvantage; language; 

and living in a rural location. (Up to 1 point) 
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     The following section is taken directly from the Policy and Procedure Manual of the Ute Mountain Ute 

Tribe: "All Ute Mountain Ute Tribe employees are hired according to the Personnel Policies and Procedures 

Manual of the Ute Mountain Ute Tribe, through the Tribal Personnel Office. The policies address Equal 

Employment Opportunity. Discrimination against any person in recruitment, examination, appointments, 

training, promotions, retention, disciplines, or any other aspect of personnel administration because of 

political or religious opinions or affiliations, membership or non-membership in employee organization or 

unions, or because of race, color, national origin, materiel status or other non-merit factors will be prohibited 

except where Indian preference will be legitimately applicable. Discrimination on the basis of age, sex, or 

physical disability will be prohibited except where specific age, sex, or physical requirements constitute a 

bona-fide occupation qualification and will be necessary for proper and efficient administration. Tribal 

member preference is the official policy of this organization and the second preference is offered to Native 

Americans of other tribes and then non-Indian applicants."  

     Mentors, tutors, teachers, and adult role models that have overcome barriers similar to those that the 

students they serve are facing are frequently able to make a stronger connection and promote a more lasting 

impact. To this end, UMUT encourages applications from local professionals with a Native American 

background. When recruiting staff and volunteers, job descriptions describe in detail the purpose and 

objectives of the initiative, including challenges, barriers, and gaps in services that are targeted through 

planned programming.  It is anticipated that this comprehensive description will draw in more significant 

numbers of individuals that have faced obstacles similar to those described, invigorated by the opportunity 

to give back to their community in a format that puts their unique experiences to positive use. Applicants 

for positions that come from areas beyond the Ute Mountain Ute Tribe reservation will also be considered 

as appropriate, with the understanding that new faces diversify the community, refresh programming, and 
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bring new ideas that enrich all involved.  Due to the geographic rurality and the unique skills needed to 

teach Ute culture, it is not anticipated that non-Tribal members will apply for positions offered through the 

Tribe. It is important to note that 96% of those living on the Ute Reservation are of Ute ancestry, a sub-

population that has historically encountered barriers.  

    In accordance with grant requirements, Indians will be given preferences and opportunities for training 

and employment in connection with the administration of this grant, and Indian organizations and Indian-

owned economic enterprises (as defined in section 3 of the Indian Financing Act of 1974) will be given 

preference in the award of contracts in connection with the administration of this grant.  

(2) Principal investigator has the qualifications required for the project. (Up to 5 points) 

    Dr. Beth Cascaddan is the Director of Economic Development for the Ute Mountain Ute Tribe.

Responsible for developing and implementing economic development plans and sustainable workforce 

development programs to benefit the Tribe, Cascaddan is the logical candidate to fill the role of Principal 

Investigator in Project Peak 2.0. Cascaddan has established a decades-long history of leveraging her talents 

to benefit Native populations across the United States and is also experienced in managing federal grant 

implementation and reporting requirements. In her role as Director of Economic Development, Cascaddan 

works directly with the UMUT departments and entities participating in this initiative, such as UMUT Farm 

& Ranch and Weeminuche Construction Authority. She is well-positioned to communicate regularly and 

efficiently with departments and individuals throughout the Ute Reservation, and demonstrates powerful 

leadership skills. Resume appended, please cross-reference. 

 

(3) Key personnel have the qualifications required for the proposed project. (Up to 10 points) 

     Beyond the Principal Investigator, Project Peak 2.0 will include two additional key personnel. 
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