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ExEcutivE SummarY
BRIEF DESCRIPtIon oF thE PRogRAM
This evaluation examines the Association of  Village Council Presidents 
(AVCP) Yupiit Piciryarait Cultural Center and Museum Native Archive 
project. In an attempt to overcome issues of  inadequate educational 
attainment, poor attendance in school, and limited community support 
of  the school system, a number of  school districts throughout the region 
are working to incorporate curricula that use the traditional culture and 
languages of  the region to help engage children and develop strong 
academic skills. The overall goal of  AVCP’s Yupiit Piciryarait Cultural Center 
and Museum Native Archive Project is to support the improvement of  
educational attainment among students of  the AVCP Region, through access 
to cultural information that reinforces the cultural curricula and provides for 
research opportunities that lead to true scholarship.
The intent of  the program is to ensure that the Yupiit Piciryarait Cultural 
Center and Museum Archive is a viable education resource for the region as 
well as to support cultural preservation efforts of  the AVCP region through 
increasing the local capacity to collect and preserve “recorded knowledge.” 
The ultimate outcome of  those efforts is to meet the needs of  Alaska 
Native youth by providing curricula that students of  the region can connect 
to and that support improved educational attainment among students of  the 
AVCP region. The goals of  the project include:

Goal 1: To initiate activities to repatriate more than one hundred fifty 
years of  documentation of  the Native way of  life.

Goal 2: Make information collected for the Yupiit Piciryarait Cultural 
Center and Museum Archive a viable educational resource for the Region 
and ensure its use. 

Goal 3: Ensure the sustainability of  the archive by leveraging funds for 
ongoing expansion and maintenance.
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EVALuAtIon PuRPoSE, QuEStIonS + SCoPE
Agnew::Beck Consulting, LLC was hired to provide program evaluation 
for the project. The evaluation for the project includes both process and 
outcomes-based approaches. The process-based evaluation included data 
gathered through staff  interviews, program record reviews, and direct 
observations to determine if  the project met the requirements outlined 
in the proposal. The outcomes-based evaluation approach included a 
combination of  qualitative and quantitative data collected on an ongoing 
basis throughout the project period. The purpose of  the outcomes-based 
evaluation was to measure the effectiveness of  the program in increasing 
cultural preservation efforts in the AVCP region; increasing and providing 
access to historical and cultural sources of  information; and by connecting 
those resources to students and schools throughout the region. 

KEy FInDIngS
AVCP effectively implemented the Yupiit Piciryarait Cultural Center and 
Museum Native Archive project and were successful in meeting the goals 
and objectives articulated in funding proposal. The following list of  project 
“Strengths” (+) and “Challenges” (–) were developed based on information 
collected throughout the project during site visits to AVCP offices in 
Bethel, informal telephone interviews with project leadership staff, formal 
interviews with project-level staff  in Bethel, direct observations, and a 
review of  project documents. 

Strengths
+ Strong Project Team
+ Knowledgeable Leadership
+ Ability to gain entry into communities and access to Elders
+ Partnerships and Collaborative Relationships built with Museum Staff

Challenges
– Project Delay and Accelerated Schedule
– Staff  Turnover
– Geographic Expansiveness of  the Region

Despite early setbacks related to delays in the project schedule, the project 
was successful in meeting the goals, objectives, and product outcomes 
originally articulated in the ANE grant application. Moreover, any objectives 
that were not met as originally proposed were due mostly to limited time to 
complete a large amount of  work in an abbreviated schedule, but also to the 
sheer magnitude of  information that was being inventoried and collected.
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RECoMMEnDAtIonS
The following are recommended next steps based on the results of  the 
project evaluation:

1: Continued Momentum
This project’s accomplishments form the foundation for future work. 
The inventories, Elder oral histories, repatriated historical items, and the 
educational materials developed through the project provide a baseline 
of  information and materials but there is still significant work to be done. 
Additional funding should be sought to support future efforts and continue 
momentum.

2: Online Archive of  Recorded Knowledge Tally
Recorded knowledge tallies were completed with detailed information on 
each item of  recorded knowledge inventoried through this project. This 
summary of  information should be entered into an online archive that can 
be used as a reference source for schools and researchers throughout the 
region.

3: Development of  Comprehensive Reference Books 
 for each community
Fifty-nine (59) resource books were compiled with information collected 
through this project. The resource books provide a strong foundation 
from which to build comprehensive reference books for each of  the 56 
communities throughout the AVCP region.

4: Build upon project successes and plan for a 
 Yup’ik Regional Repository
Continue to build upon the model that developed through this project 
where local people are working to create a Recorded Knowledge Center 
for the entire region. This could be a multi-phased project with this project 
being the first phase toward developing a Yup’ik Regional Repository that 
would include a museum to share knowledge with the public.
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1 :: background
1.1 IntRoDuCtIon
The southwestern region of  Alaska has seen many changes over the last one 
hundred years, particularly those communities located in the Association 
of  Village Council Presidents (AVCP) region. Much like American Indian 
populations in the Lower 48, Alaska Native village communities have been 
greatly affected by changes wrought by the influx of  immigrants to Alaska: 
miners, missionaries, trappers and schoolteachers all brought with them 
western value systems, cultural practices and economic systems that differed 
greatly from traditional cultural practices. This rapid cultural shift had many 
negative consequences for the people of  the Yukon-Kuskokwim Delta. 
In an attempt to overcome issues of  inadequate educational attainment, 
poor attendance in school, and limited community support of  the school 
system, a number of  school districts throughout the region are working to 
incorporate curricula that use the traditional culture and languages of  the 
region to help engage children and develop strong academic skills. Many 
of  the teachers working in the region are Non-Native and are from places 
outside of  Alaska. These teachers often have only a limited understanding 
of  the traditional culture and language of  their students and are not well-
equipped to make their lessons culturally relevant. In the absence of  a 
foundation in the local culture and language and without access to culturally-
relevant curricula, teachers continue to implement western approaches to 
learning through textbooks that use cultural cues and examples from a very 
different world than the villages of  the Yukon-Kuskokwim Delta region 
of  Alaska. This is the same approach that has been proven ineffective 
as evidenced by poor test results attained by many of  the children in the 
region. This project seeks to turn this tide by using familiar, traditional items 
and practices to teach academic skills. 
In an effort to address some of  these issues, the Association of  Village 
Council Presidents (AVCP) was awarded a grant through the U.S. 
Department of  Education, Alaska Native Education program in 2005. The 
purpose of  the Alaska Native Education (ANE) program is to meet the 
unique education needs of  Alaska Natives and to support supplemental 
education programs to benefit Alaska Natives. AVCP requested funding 
to support a three-year project to return “recorded knowledge” to the 
Alaska Native people of  the AVCP region. The overall goal of  AVCP’s 
Yupiit Piciryarait Cultural Center and Museum Native Archive Project is to 
support the improvement of  educational attainment among students of  the 
AVCP Region, through access to cultural information that reinforces the 
cultural curricula and provides for research opportunities that lead to true 
scholarship.

“The activities, beliefs, values, and 
stories that were the lifeline and 

essence of  life for the people of  the 
region have been changed and ... 

some of  the strong cultural values 
have been lost as have the traditions 

of  respect and cooperation that 
encouraged people to work toward 

shared goals.”
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1.2 ASSoCIAtIon oF VILLAgE CounCIL 
PRESIDEntS
The Association of  Village Council Presidents is the regional nonprofit 
organization that serves the villages of  the Yukon-Kuskokwim Delta (Y-K 
Delta of  Alaska with main offices in Bethel. AVCP serves 56 federally 
recognized Alaska Native Tribes located in the Y-K Delta. Communities in 
the region include: Alakanuk, Culunarvik, Kotlik, Emmonak, Hamilton, Bill 
Moore’s Slough, Nunam Iqua, Andreafsky, St. Mary’s, Pilot Station, Pitka’s 
Point, Mt. Village, Ohogamiut, Marshall, Russian Mission, Crooked Creek, 
Georgetown, Lime Village, Red Devil, Sleetmute, Stoney River, Aniak, 
Chuathbaluk, Upper and Lower Kalskag, Napaimute, Akiachak, Akiak, 
Kwethluk, Tuluksak, Bethel, Napakiak, Napaskiak, Oscarville, Atmauthluk, 
Kasigluk, Nunapitchuk, Kipnuk, Kongiganek, Kwigillingok, Tuntutiliak, 
Chefornak, Mekoryuk, Newtok, Nightmute, Toksook Bay, Tununak, 
Chevak, Hooper Bay, Paimiut, Scammon Bay, Eek, Goodnews Bay, Platinum 
and Quinhagak. The region is home to more than 26,000 people.
AVCP’s mission is to provide human development, social services, and other 
culturally relevant programs for the people, to promote self-determination, 
protection and enhancement of  culture and traditions through a working 
partnership with member villages of  the Y-K Delta.

Agnew::Beck Consulting, LLC was hired to provide program evaluation 
for the project. The evaluation for the project includes both process and 
outcomes-based approaches. The process-based evaluation included data 
gathered through staff  interviews, program record reviews, and direct 
observations to determine if  the project met the requirements outlined 
in the proposal. The outcomes-based evaluation approach included a 
combination of  qualitative and quantitative data collected on an ongoing 
basis throughout the project period. A logic model was developed for the 
project that enhanced program performance by defining the purpose of  the 
project as well as identifying key evaluation points. 
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1.3 ContExt oF PRogRAM
The purpose of  the Alaska Native Education program is to support 
innovative projects that enhance the educational services provided to Alaska 
Native children and adults. The program was developed in response to 
the educational achievement of  Alaska Native children falling far below 
national norms. Performance on standardized tests is low, dropout rates 
for Alaska Native students are high, and Alaska Natives are significantly 
underrepresented among holders of  baccalaureate degrees in the State 
of  Alaska. As a result, Alaska Native students are faced with very limited 
opportunities, which lead to increased poverty rates and limited life choices. 
The sheer magnitude of  the geographic barriers to overcome in delivering 
educational services in rural Alaska requires the development and 
implementation of  innovative, model programs in a variety of  areas in 
order to address these challenges. In creating the Alaska Native Education 
program, the federal government recognized the importance of  lending 
support to efforts developed by and undertaken within the Alaska Native 
community to improve educational opportunity for all students.1
Statistics on educational attainment among Alaska Native and American 
Indian students paints a grim picture. Typically, the rate of  graduation and 
achievement on standardized tests falls far below the national average when 
compared to other non-Native students. The national graduation rate for 
American Indian high school students was forty-nine (49%) percent in the 
2003–04 school year, compared to seventy-six (76%) percent for white 
students.2 During the 2007-08 school year Alaska Native youth comprised 
23% of  the total enrollment for students grade 7-12 in Alaska schools. Yet, 
Alaska Native youth represented thirty-seven (37%) percent of  the total 
dropout rate – the highest rate among all ethnicity groups.3 
Schools in rural Alaska are often understaffed; some teachers may have to 
perform a wide range of  tasks, from coaching sports and mentoring after 
school to managing grants and running the community library (Alaska 
Department of  Education and Early Development 2006). The AVCP Yupiit 
Piciryarait Cultural Center and Museum Native Archive was developed to 
begin the process of  returning the “recorded knowledge” to Alaska Native 
people of  the AVCP region. The collection of  recorded knowledge will be 
archived so that it can become a rich resource for school districts to use 
as a basis for culturally accurate curricula; as a foundation for materials to 
support cultural curricula; to support teachers in developing knowledge and 
understanding of  the culture and history in order to work more effectively 
with students and families; and for students and scholars who rely on the 
quality and integrity of  materials used in research. 

1. u.S. Department of Education, 
ELEMEntARy & SEConDARy EDuCAtIon 
Part C  –  Alaska native Education: Legislation 
www.ed.gov/policy/elsec/leg/esea02/pg105.html

2. Alliance for Excellence Education, “American 
Indian and Alaska native Students and 
u.S. high Schools.” Fact Sheet, September 
2007. www.nbowmanconsulting.com/
AmerIndianAKnative_FactSheet.pdf

3. Alaska Department of Education and Early 
Development. “Dropout Rates by Ethnicity” 
www.eed.state.ak.us/stats/DropoutRates/
DropoutRatesbyEthnicity.pdf
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While the description of  the goal of  the project sounds straightforward, 
collecting the cultural and historic resources of  this area is anything but 
straightforward. Because of  the rapid cultural shifts that have occurred 
over the past century, a generation gap exists within these communities. In 
general, many older Yup’ik Eskimos and the Elders of  the communities 
speak Yup’ik as their first language and remember a time when traditional 
hunting, fishing, gathering, housing, clothing, tools and art forms were 
in regular use. Younger people in the region have grown up with a more 
mixed cultural influence that includes television, snowmachines, frequent 
air travel and western-style dress, houses and food as well as traditional 
subsistence foods and language. This rapid change in cultural circumstances 
has disrupted the natural transmission of  cultural norms and practices from 
older to younger generations. 
This affects the process of  collecting historic and cultural artifacts 
and information. Many people in the region possess stories, artifacts, 
photographs and other pieces of  cultural knowledge that are not readily 
accessible to others. The central challenge of  this project is to make this 
knowledge more accessible and widely shared, specifically for young 
people but also for the benefit of  the entire region. In order to access 
this knowledge that is stored in the communities required training people 
from the region in appropriate methods of  cultural resource collection, 
documentation and archiving. Gathering this material required that the 
right person ask for it: a person who speaks Yup’ik and someone who 
knows the Elder or community member who holds the knowledge or owns 
the resource. This project would not have succeeded without this local 
workforce.
This issue also affects the accessibility of  information for outside scholars 
and researchers, or, for that matter, schoolteachers who come to teach in 
the region’s schools from other parts of  the United States. If  it is difficult 
to gain access to the resources that would allow one to learn about the 
culture and history of  the region, the result is that few really learn about it. 
We see the result of  this in Alaska today. Not only do many people from 
the communities of  the Yukon-Kuskokwim Delta not know the history and 
traditional practices of  their own people, other Alaskans living in other parts 
of  the state also do not know much about traditional Yup’ik culture or the 
more recent history of  this part of  the state. Without access to the cultural 
and historic resources that can teach about the past, the past is forgotten, 
leaving us in an impoverished present.
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1.4 oVERVIEw oF REPoRt
This AVCP Yupiit Piciryarait Cultural Center and Museum Native Archive 
final evaluation report is organized in the following sections: 

Section I: Background includes a description of  AVCP, the context 
for the Cultural Center and Museum Native Archive project as well as the 
funding program that provided support for the project. 

Section II: Program Description: Logic Theory and Results 
Framework includes a discussion of  the program components, defines 
the intent of  the project as well as identifies the goals and objectives of  the 
project. 

Section III: Program Design identifies the activities undertaken by 
project staff  to complete the objectives identified and outlines the elements 
of  the program, particularly how the project was originally articulated in the 
funding proposal. 

Section IV: Evaluation Approach provides a discussion of  the 
approach to the evaluation of  the project including the key evaluation 
questions that provided the basis for the evaluation design as well as 
identifies the elements of  the evaluation plan and the data collection 
processes employed. Discussion of  the limitations of  the evaluation 
approach is also included in this section.

Section V: Evaluation Findings is the section which provides the 
explanation of  findings and interpretations as well as a discussion of  the 
strengths and challenges of  the project identified through the evaluation. 
This section also includes a description of  the implementation for any major 
changes or divergences from the original approach described in the funding 
application.

Section IV: Recommendations and Next Steps provides a list of  
recommendations and ideas for how AVCP can continue the momentum 
and the progress made developing a comprehensive baseline of  “recorded 
knowledge” information that can be used to further develop primary 
resource material for the 56 communities in the region.

“Gathering this material required 
that the right person ask for it: 

a person who speaks Yup’ik and 
someone who knows the Elder or 
community member who holds the 

knowledge or owns the resource. This 
project would not have succeeded 

without this local workforce.”
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Project Timeline
The AVCP Yupiit Piciryarait Cultural Center and Museum Native Archive 
project was a three year project which began in April 2007. Agnew::Beck 
Consulting provided semi-annual reports which included information on 
progress meeting project activities and objectives. Summative reports were 
provided on an annual basis and included information related to measuring 
the impact of  the project and included a combination of  qualitative and 
quantitative data collection.

Year 1: April, 18, 2007- September 30, 2007
The evaluation process started in July 2007, which was technically the start 
up and beginning phases of  project implementation. The first semi-annual 
report was completed on July 31, 2007. A summative report was completed 
on September 30, 2007.

Year 2: October 1, 2007-September, 2008
A semi-annual report was completed March 31, 2008. A summative report 
was completed on December 31, 2008.

Year 3: October 1, 2008-July 31, 2009
A semi-annual report was completed on March 31, 2009. This final 
evaluation report is the summative report for year 3.

Figure 1. Project timeline
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“It is important to ... preserve and 
transmit the historical legacy of  

Yup’ik people.”

ii :: Program dEScriPtion 
LogIC thEoRy AnD 
RESuLtS FRAMEwoRK
The Yupiit Piciryarait Cultural Center and Museum Native Archive project 
was developed based on the recognition that a large amount of  rich cultural 
material – most of  which is early documentation of  the Alaska Native 
way of  life in the region – has been removed from the region and is not 
accessible to the general public. It is important to identify and locate the 
material so it can be used to preserve and transmit the historical legacy of  
Yup’ik people. Cultural material including large collections of  photographs, 
films, and ethnographic studies was collected and subsequently housed in 
museums and archives throughout the United States, Russia, Germany, and 
other European countries. This resulted in leaving little documentation 
of  the early way of  life, comparatively speaking, for the people of  the 
region. Moreover, as early visitors to the region age and pass away, their 
heirs and caregivers inherit collected records, images and materials; most 
of  whom have limited understanding of  the material they possess and 
the immense value to current and future generations of  people from the 
region. As history throughout the United States and the regions of  Alaska 
have demonstrated – it is the absence of  cultural knowledge, identity, and 
traditional histories that is arguably the largest contributor to historical 
trauma and intergenerational grief  present in Alaska Native/American 
Indian communities today.
In addition to cultural resources that were removed from the region, there 
is also an incredible wealth of  cultural knowledge, artifacts and records 
within the village communities of  the region. This is held privately, by 
individuals, and is not accessible to the public other than through sharing 
between individuals. A goal of  this project is to document this material in a 
public archive so that it can be accessed and use by interested local people, 
researchers, scholars, and school teachers. 
This project supports efforts to begin the process of  repatriating more than 
150 years of  documentation of  the Alaska Native (Yup’ik and Cup’ik) way 
of  life by identifying and archiving “recorded knowledge.” The resulting 
archive will allow for the development of  curricula and educational 
programs that address Alaska Native students’ needs. In addition, 
identifying, inventorying, and collecting primary sources of  information and 
material, serves to increase local capacity to collect and preserve cultural 
knowledge as well as historical data that would otherwise be lost. Much 
of  this information would be close to impossible for scholars who are not 
from the region to access. By fostering the development of  local community 
members to collect this information and by the collection efforts 
themselves, the Yupiit Piciryarait Cultural Center and Museum will become a 
viable cultural resource and “knowledge bank” for future generations. 
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2.1 StAFF StRuCtuRE
The management and administrative staff  for this project are located 
at AVCP’s offices in Bethel, Alaska. The project development director, 
program manager, education specialist, research associate, and administrative 
assistant worked in the Bethel office. The project development director 
and the program directors provided leadership and management for the 
project. Key staff  positions included ten (10) Sub-Regional Coordinators 
(SRCs), a research associate, and an educational specialist. The Sub-Regional 
Coordinator positions worked remotely and had work stations set up in 
their home communities. SRC’s were provided computers, digital cameras, 
scanners, and tape recorders. The following table is a summary of  the 
program staff  structure.

Position responsibility

Project Development 
Director .5 % FtE

Provides leadership and oversight to Project Manager and project staff. Plans, manages, and coordinates 
activities of designated projects. Ensures goals and objectives are accomplished.             

Project Manager 1 
FtE

Plans, manages, and coordinates activities of designated projects to ensure that goals and objectives of 
project are accomplished within prescribed time frame and funding parameters.

Sub-Regional 
Coordinators 10 x 
1 FtE

Provides staff support and assist the Project Manager. works independently and with local tribal 
governments, Elders, Schools, Agencies and Museum staff to plan and execute Elder Institutes in their 
assigned cluster of villages around y-K Delta.  Provides coordination for Museum Projects in AVCP units.

Research Associate 
1 FtE

Research Associate supports the Project Manager in planning, managing, and coordinating project activities 
and conducting research in the yupiit Piciryarait Cultural Center and Museum native Archive Project

Education 
Coordinator 1 FtE

Developing museum education curriculum for use in the museum and in conjunction with schools. Liaising 
with schools and organizing visits; Developing relevant resources and teaching kits for use in the museum 
and in schools; Developing community based exhibitions in conjunction with other museum staff; and 
Coordinating and/or providing teaching, lectures, and guided tours

Admin. Assist. 1 FtE Performs clerical and administrative support functions for the yupiit Piciryarait Museum

Figure 2. Staff Positions + Responsibilies

Sub-Regional Coordinators (SRCs)
Sub-regional coordinators were hired to coordinate the collection of  oral 
histories and Elder memories, which was the foundation for collecting and 
inventorying source material. The SRCs received training in methods of  
translating and interpreting materials as well as methods of  oral history 
collection. At the outset of  the project, SRCs attended a series of  training 
workshops and were provided an orientation to their work by touring 
both the Anchorage Museum and the Alaska Native Heritage Museum 
in Anchorage, Alaska. During those visits, they were provided precursory 
exposure to the administration of  museums, policies related to collections 
management, arts and archival management, historical preservation and 
preservation techniques. SRCs also attended technology training during the 
early months of  the project so they were familiar with the equipment they 
would use throughout the course of  the project. 
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Due to the large number of  villages throughout the region and the vastness 
of  the geographic region that often required traveling long distances, the 
structure of  the SRC position allowed the project activities to progress more 
effectively. SRCs were assigned to multiple villages or sub-regional “units,” 
including their home communities and worked to inventory the historical 
and culturally relevant material in their assigned units. The figure and table 
on the following page lists each sub-regional unit and the corresponding 
sub-regional coordinator.

Research Associate
The Research Associate position was created during the early months of  
Year 1 of  the project. The position was responsible for supporting the 
Project Manager in planning, managing, and coordinating project activities 
as well as conducting research for the Yupiit Piciryarait Cultural Center 
and Museum Native Archive Project. The SRCs were responsible for the 
regional efforts of  inventorying and collection of  “recorded knowledge” 
items. The Research Associate position was responsible for similar activities 
but with a more statewide and national scope. 
Through review of  records and interviews with Elders in village 
communities, early visitors and explorers were identified. The Research 
Associate was responsible for conducting the necessary research to locate 
early visitors and their descendents. Names and any collateral information 
were documented and collected.

Education Specialist
The Education Specialist position was responsible for providing training 
and oversight of  the teaching materials developed for the project. The 
Education Specialist position was also responsible for developing museum 
education curriculum for use in the museum and in conjunction with 
schools. The position was created to ensure that relevant resources identified 
and collected through this project were used to develop educational 
materials for use in schools throughout the region. This included teaching 
kits and associated lesson plans for use in schools as well as to provide 
coordination and connection between schools and project staff.
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Sub-region Sub-regional 
coordinator villages

unit 1 Coordinator 1 Alakanuk, Culunarvik, Kotlik, Emmonak, hamilton, Billmoore’s Slough, nunam Iqua

unit 2 Coordinator 2 Andreafsky, St. Mary’s, Pilot Station, Pitka’s Point, Mt. Village, ohogamiut, Marshall, 
Russian Mission

unit 3 Coordinator 3 Crooked Creek, georgetown, Lime Village, Red Devil, Sleetmute, 
Stoney River, Aniak, Chuathbaluk, upper/Lower Kalskag, napaimute

unit 4 Coordinator 3 Akiachak, Akiak, Kwethluk, tuluksak

unit 5 Coordinator 4 Bethel, napakiak, napaskiak, oscarville

unit 6 Coordinator 4 Atmauthluk, Kasigluk, nunapitchuk

unit 7 Coordinator 5 Kipnuk, Kongiganek, Kwigillingok, tuntutiliak 

unit 8 Coordinator 6 Chefornak, Mekoryuk, newtok, nightmute, toksook Bay, tununak

unit 9 Coordinator 7 Chevak, hooper Bay, Paimiut, Scammon Bay

unit 10 Coordinator 8 Eek, goodnews Bay, Platinum, Quinhagak
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Figure 3. Sub-regional Villages + Corresponding units
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2.2 ELDER InStItutES
The transmission of  cultural knowledge from this generation of  Elders into 
the future is a guiding principle throughout this project. Simply locating 
and identifying “recorded knowledge” material is only a piece but does 
not fulfill the goal of  connecting people with the broader cultural and 
historical context of  the activities undertaken through this project. Elders 
are teachers and mentors for others, teaching to preserve, restore and 
revitalize our traditional culture, language, history customs, rituals and life 
ways through education, documentation, research and study, and cultural 
events and activities. The overall goal is to enhance the quality of  life, impart 
community values and to provide for visibility and accessibility to our 
young people under the guidance and direction of  our Elders. To achieve 
this goal, AVCP partnered with Calista Elders Council to host a series of  
Elder Institutes to collect oral history of  the region as well as to identify the 
subjects of  visual images and connecting those images to a broader cultural 
context.
Two Elder Institutes were held in Bethel, in November 2007 and in April 
2008. The format of  the November Elder Institute meeting was a topic 
specific gathering, with five Elders participating and speaking about the 
Yup’ik Science Exhibit, Masterworks of  Yup’ik Science and Survival 
that opened in September 2007. The Elder Institute presented a unique 
opportunity for Sub-Regional Coordinators to receive hands-on training 
on the methods of  observation and traditional knowledge exchange. Five 
Elders flew into Bethel from surrounding villages including, Marshall, 
Hooper Bay, Kwigillngok, Toksook Bay to participate. The topic specific 
gatherings are designed to collect knowledge on information related to 
Yup’ik culture. The Elders discussed and shared stories with participants 
about the exhibit and particular pieces. 
A participant evaluation form was developed with the following questions:

What went well in the Elder Institute?• 
What could be improved in the Elder Institute?• 
What did you learn in the Elder Institute?• 
What do you recommend as the topic for the next Elder Institute?• 

“Elders are teachers and mentors 
for others, teaching to preserve, 

restore and revitalize our traditional 
culture, language, history customs, 

rituals and life ways through 
education, documentation, research 

and study, and cultural 
events and activities.”
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The evaluation form was completed by the Sub-Regional Coordinators. All 
(10) Sub-Regional Coordinators were in attendance. The majority of  the 
responses were positive, many felt the Elder Institute was worthwhile and 
participants expressed they learned a lot of  valuable information about 
Yup’ik traditions and the region. Some ways that the participants felt the 
Institutes could be improved in the future included having a facilitator that 
could help keep the discussion moving as well as to help make sure that each 
Elder had an opportunity to speak, as some spoke longer than others. 

The focus of  the Elder Institute held on April 23rd and 24th was Our 
Relatives/Our Places “Land use and Relatives.” The Elder Institute was held 
prior to the opening of  the museum exhibit in Bethel that featured historical 
photographs and documents from six communities that participated in the 
traveling exhibits that are described in more detail in Section III of  this 
report. Following the completion of  the traveling exhibits, the replications 
were showcased in an exhibit in Bethel. Similar to the previous Elder 
Institute, SRCs were provided an opportunity to observe and participate in a 
traditional knowledge exchange. The Elder Institute was facilitated by Calista 
Elders Council staff  and the talks were documented. 
The Elder Institutes provided an opportunity to not only collect oral 
histories that will lead to collections of  primary source documents that 
are available to youth as well as an online archive, but to also provide 
information relative to validating, clarifying, and correcting any inaccuracies 
related to any written documents. Moreover, Elder Institutes provided a 
forum by which Elders from throughout the region could come together 
and provide their input regarding the quality and accuracy of  the products 
developed as part of  this project. Without the knowledge and history from 
Elders the materials identified, archived, and collected as well as subsequent 
products developed through this project are simply objects without an 
explanatory context.
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2.3 PRogRAM IntEnt 
The intent of  the program is to ensure that the Yupiit Piciryarait Cultural 
Center and Museum Archive is a viable education resource for the region as 
well as to support cultural preservation efforts of  the AVCP region through 
increasing the local capacity to collect and preserve “recorded knowledge.” 
The ultimate outcome of  those efforts is to meet the needs of  Alaska 
Native youth by providing curricula that students of  the region can connect 
to and that support improved educational attainment among students of  the 
AVCP region. 
Local capacity to collect oral histories and Elder memories of  those living 
in the region was increased by training a team of  sub-regional coordinators 
to conduct the collection efforts. The natural outgrowth of  identifying 
village Elders and collecting their oral histories was identifying and locating 
early visitors to the region. Having a team of  sub-regional coordinators, 
those with ties to the region, made the preliminary process of  identifying 
early visitors and then subsequently beginning the process of  inventorying 
“recorded knowledge” items an easier, more efficient process. By utilizing 
the wisdom and historical knowledge of  Elders in each of  the respective 56 
village communities, it reduced the amount of  time it would have taken the 
Sub-Regional Coordinators to collect this information. This approach also 
made the project feasible as this information would be next to impossible 
to collect by individuals from outside the region, due to the private 
nature of  the holdings. Once Elders in each community were identified 
and information on early visitors and locations of  possible “recorded 
knowledge” items were noted, Sub-Regional Coordinators worked to 
inventory items within each community. Following the inventorying process, 
the items were entered into a digital archive that will be used as a reference 
source in the future. The process of  developing a collection of  primary 
source documents as well as having access to an online archive of  “recorded 
knowledge,” was the foundation for developing the educational materials for 
use in classrooms throughout the region. 
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2.4 goALS + oBjECtIVES
The overall goal of  the Yupiit Piciryarait Cultural Center and Museum 
Native is to support the improvement of  educational attainment among 
students of  the AVCP Region, through access to cultural information that 
reinforces the cultural curricula and provides for research opportunities 
that lead to true scholarship. The following is a summary of  the goals and 
objectives for the project:

Goal 1: To initiate activities to repatriate more than one hundred 
fifty years of  documentation of  the Native way of  life.

Objective 1.1: Identify, locate, and contact early visitors to the • 
region, or their heirs, and begin the process of  collecting and 
returning “recorded knowledge” to the region.
Objective 1.2: Establish legal and ethical standards for collection • 
and protocols for use of  archive materials by aligning the needs 
and understanding of  the Native community with Western legal 
requirements.
Objective 1.3: Establish a system for cataloging material which is • 
functional and easily navigated by primary users, school students, 
elders and other community members.
Objective 1.4: Hire and train a team of  local staff, Sub-Regional • 
Coordinators, to coordinate the collection of  oral histories and elder 
memories. 
Objective 1.5: Plan and hold a series of  Elder Institutes to collect • 
local oral history and to identify the subjects of  visual images and 
connecting and identify the broader cultural context of  activities. 
Elders will also discuss the content of  written documents to validate 
content, identify and correct inaccuracies.
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Goal 2: Make information collected for the Yupiit Piciryarait 
Cultural Center and Museum Archive a viable educational resource 
for the Region and ensure its use. 

Objective 2.1: Develop a website containing “recorded knowledge” • 
along with oral history provided by Elders.
Objective 2.2: Design and present teacher training sessions and • 
publish a teacher’s guide for use of  the website.
Objective 2.3: Publish at least three educational materials, books, or • 
other media, guided by the content of  collected materials and make 
these materials available to schools in the Region. 

Goal 3: Ensure the sustainability of  the archive by leveraging funds 
for ongoing expansion and maintenance. 

Objective 3.1: Develop and submit grant proposals each year with a • 
goal of  stabilizing, maintaining, and expanding the collection.
Objective 3.2 Seek private foundation and corporate donations to • 
establish an endowment to sustain the archive once government 
grants have been exhausted. 
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iii :: Program dESign 
3.1 PRogRAM ACtIVItIES 
The Yupiit Piciryarait Cultural Center and Museum Native Archive project 
was designed to begin the process of  identifying and contacting early visitors 
to the region and work to locate and inventory “recorded knowledge” 
items both within the region and those that are held in museums and 
other institutions nationally. This program design was developed based 
on an understanding that the cultural and historical knowledge of  Elders 
in communities throughout the region will be lost if  documentation and 
transmission does not occur on an immediate and ongoing basis. In order 
to ensure that current and future generations have access to the rich 
cultural knowledge of  Yup’ik and Cup’ik history and traditional ways of  
life, the project design was developed to increase local capacity to begin this 
documentation process and to connect this information with local schools 
to create educational materials for teachers, students, and community-
members at large. The following are key elements and activities of  the 
program design.

Training + Work Sessions
Quarterly training and work sessions were held in Bethel. Work sessions 
also took place in Anchorage during the initial implementation phase of  
the project. SRC’s traveled to Bethel to attend the meetings in person. 
Work plans were developed, updated, and schedules revised as necessary, 
during the sessions and informed the workflow process throughout the 
Yupiit Piciryarait Cultural Center and Museum Native Archive Project. 
Weekly activities and activity logs were developed and forwarded to the 
Project Manager for review on an ongoing basis. The training and work 
sessions provided an opportunity for each SRC to report on their progress 
in completing specific tasks outlined in the work plans. It also provided a 
chance for people to brainstorm and provide a shared learning approach, to 
identify any challenges and to work through solutions as a team. In addition, 
this structure provided an opportunity for the team to come together and 
discuss any major findings that took place during the past quarter as well as 
identify more efficient ways to approach the work.
Training topics included: an initial overview of  the project; computer and 
technology training; an introduction to oral history collection; legal and 
ethical standards for collection and protocols for use of  archive materials 
and the appropriate use of  legal consent forms; and usage of  PastPerfect 
Version 4.0 museum collection management software. Project staff  also 
attended onsite training at the Anchorage Museum. Training topics focused 
on methods of  conservation, including handling, restoration, preservation, 
storage and display of  museum specimens; materials and environmental 
reactions of  objects and education kits. In partnership with Calista Elder’s 
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Council, AVCP worked to develop the content of  a work session designed 
to provide the SRCs with hands-on training on methods of  oral history 
collection. 
Work sessions were held in June 2, 2007; June 6-7, 2007; June 20-21, 2007 
(Bethel); July 26-27, 2007(Bethel) ; July 23, 2007 (Anchorage) ; September 
6-8, 2007 (Bethel); and October 10-12, 2007 (Bethel) during Year 1. During 
Year 2 +3 work sessions were held in Bethel on March 26-27, 2008; May 
12, 2008; September 25-26, 2008; November 19-21, 2008; December 10-11, 
2008; January 21-22, 2009; and February 19-20, 2009. 

Inventory of  Recorded Knowledge
Village Inventory of  Recorded Knowledge
To begin the process of  inventorying items of  “recorded knowledge,” 
AVCP sent announcements to Tribal Councils in each community explaining 
the project and requesting that they provide SRCs with lists of  the Elders in 
their communities. SRCs started the process of  connecting with Elders in 
each of  the communities in their units. This was an iterative process, with 
SRCs meeting with Elders to begin the process of  identifying those in the 
community who may have access to or possession of  recorded knowledge 
items. 
Throughout the inventorying process, inventory sheets were completed by 
SRCs and submitted to the Project Manager. The Project Manager compiled 
the items from the inventory sheets into a “Recorded Knowledge Tally” 
which was created to help track the number of  items, the name of  the 
village where the item is located, and the type of  “recorded knowledge” 
item. The Project Manager spent a significant amount of  time cross 
referencing the inventory sheets from each of  the 56 villages that were 
originally submitted to ensure that there was an accurate count in the 
“Recorded Knowledge Tally.” In addition to the tally sheet, a comprehensive 
list has been complied that provides detailed information on each of  the 
items in the categories. This summary of  the information will be entered 
into an online archive.
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A total of  16,131 items were inventoried. Categories of  recorded knowledge 
items and brief  description include:

Photographs:•	  Sub-Regional Coordinators have located historical 
photos, photos from their communities, and photos that were found 
in local schools. They have also located websites that may contain 
photos from their villages including the Yupiit Project Jukebox in 
Akiak, the Alaska Digital Archives, and the Jesuit Oregon Province 
Archives at Gonzaga University. 5196 photographs have been 
inventoried.
Films:•	  SRCs have accessed film material at school libraries and AVCP 
holdings. 611 films have been inventoried.
Print:•	  Lists of  books about the southwest region of  Alaska have 
been developed. Books are found at school libraries and on online 
libraries at various universities. SRCs documented books and articles 
held by elders in the community. 1742 printed objects have been 
inventoried.
Drawings:•	  Early drawings are inventoried and identified in a number 
of  villages in the AVCP region. Many of  the drawings belong to 
Elders in communities. 195 drawings have been inventoried.
Audio Recordings:•	  Audio recordings that are held in schools 
and government agencies have been identified in a number of  
communities. In addition, there is an extensive collection of  audio 
tapes from Elder wellness meetings and the AVCP Kinguliamta 
Ciunerkaat proceedings. 3708 audio recordings have been 
inventoried.
Ethnographic Studies:•	  Materials include letters, village census 
records, school enrollment records, and wildlife inventories. 352 
ethnographic records have been inventoried.
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Two additional categories were identified and added after inventory activities 
commenced. These include:

Oral Histories:•	  As SRCs met with Elders and through conversations 
and review of  recorded knowledge, oftentimes Elders discussed the 
history of  villages and communities in the region. As a result, more 
than 606 oral history records have been documented and are an 
invaluable primary source of  information.
Historical Objects: •	 Although one of  the objectives of  the project is 
to collect pieces of  recorded knowledge, through the inventorying 
process and subsequent conversations with Elders in the community, 
many of  the SRCs gathered information on historical objects in 
village communities. To date, more than 3719 historical objects have 
been identified through the inventorying process. 

Through a review of  records including those related to early items produced 
by missionaries and those collected through governmental offices various 
items were identified and inventoried. This included: a review of  semi-
annual reports of  Bethel missionaries; documentation from the Moravian 
Children’s Home including photos and Orphanage Master Cards, lists of  
Accessions and Dismissals from the Moravian Orphanage; and letters 
from the Provincial Elders’ Conference of  the Moravian Church 1898. 
Information has been collected from early census data and from the Bureau 
of  Education Department of  Interior reports.
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unit name of village Photos Films Print drawings oral 
History audio Ethno-

graphic
Historical 

objects total

unit 1

Alakanuk 87 1 3 4 2 9 7 113
Emmonak 17 4 1 2 24
Kotlik 188 8 3 17 216
hamilton 5 120 125
Kwiguk 1 6 7
nunam Iqua 10 3 1 2 16

unit 2

Mt. Village 108 2 2 21 133
Andreafsky 3 1 22 1 5 32
Pilot Station 64 12 6 4 8 4 1 31 130
Pitka’s Point 30 12 4 4 50
St. Mary’s 36 27 2 8 73
ohogamiut 37 37
Marshall 105 1 156 133 192 43 630
Russian Mission 313 1 3 1 40 1 4 19 382

unit 3

Crooked Creek 10 2 5 17
Lime Village 24 2 26
Red Devil 15 10 20 4 49
Sleetmute 100 50 66 48 264
Stoney River 35 1 36
Aniak 329 77 41 1 22 21 1 105 597
Chuathbaluk 110 16 16 142
upper Kalskag 260 2 1 10 75 348
Lower Kalskag 230 1 1 1 178 411

unit 4

Akiachak 22 38 2 62
Akiak 1 30 31
Mor Child. home 159 4 163
Kwethluk 1 7 8
tuluksak 11 11

unit 5

Bethel 967 446 1,229 107 3,047 22 1,568 7,381
napakiak 382 11 46 439
napaskiak 241 16 2 188 447
oscarville 2 3 9 2 22 38

unit 6
Atmauthluk 4 1 11 5 21
Kasigluk 3 88 1 15 1 6 114
nunapitchuk 14 11 25

unit 7

Kipnuk 47 8 2 35 92
Kongiganek 11 10 26 47
Kwigillingok 83 2 11 2 159 256
tuntutuliak 21 1 20 81 123

unit 8

Chefornak 112 6 8 9 100 235
Mekoryuk 448 30 45 44 1 250 16 81 915
newtok 140 2 12 264 418
nightmute 94 25 2 20 8 33 182
toksook Bay 59 63 1 2 61 186
tununak 12 1 2 7 10 4 37 73

unit 9
Chevak 180 5 1 343 3 94 626
hooper Bay 50 50 108
Scammon Bay 102 5 2 1 31 141

unit 10

Eek 3 30 33
goodnews Bay 3 5 8
Platinum 1 18 19
Quinhagak 49 1 4 1 16 71
total 5,196 611 1,742 195 606 3,708 352 3,719 16,131

Figure 4. Village Recorded Knowledge Inventory tally 7.17.09
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Figure 5. Alaskan/Lower 48 Institutions Recorded Knowledge Inventory

Alaskan/Lower 48 Institutions Recorded Knowledge Inventory:
The Research Associate also worked through an inventorying process 
throughout the project that included identifying items located in museums 
and other institutions in Alaska, as well as a number of  institutions in the 
lower 48. The Research Associate tallied and recorded over 23,178 items. 
The inventory includes items found in eight (8) institutions that were 
visited by project staff. The following is a summary:

institution Photos Films books art oral 
History

audio Ethnographic Historical 
objects

anchorage, ak

 Anc. Museum 3,000 2,011

Fairbanks, ak

 university of AK 2,057

Juneau, ak

 AK State Museum 4,500

 State of AK. Arch. 3,527 41

bethlehem, Pa

 Moravian Arch. 1,000 1,095

Philadelphia, Pa

 u Penn Museum 300 188

Seattle, Wa

 Burke Museum 2,262

monmouth, or

 jensen Museum 3,197

tulsa, ok

 Philbrook Museum 1 9

newark, dE

 u of Del. Museum 89 78 148

total 7,916 41 1 1,173 14,372

grand total 23,503
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Early Visitors List
Sub-Regional Coordinators were responsible for putting together a list of  
the early visitors to their home communities, which included but is not 
limited to: teachers, priests, pilots, store owners, missionaries etc. Through 
review of  records and interviews with Elders in village communities, early 
visitors and explorers were identified in each unit. SRCs completed early 
visitor lists in all villages in each of  the 10 units. The early visitors list for 
each community is included in the resource books discussed later in the 
report. Plans to contact descendents of  the early visitors were slated to 
commence once village inventories were complete. This will be discussed in 
more detail in Section V: Evaluation Findings section of  the report.  

Elder Oral Histories
Sub-Regional Coordinators collected Elder Oral Histories through the 
inventorying process conducted in each village throughout the region. In 
addition, oral histories were collected during the Elder Institutes described 
in earlier sections. By collecting oral histories as well as having Elders share 
their historical perspective, it provided context for many of  the visual 
images inventoried and collected through the project. Elder oral histories 
provide connection and identify the broader cultural context of  activities 
depicted in many of  the recorded knowledge items. 

Museum Object Cataloging System
PastPerfect Version 4.0 museum collection management software, a museum 
object cataloging system, was purchased in August 2007. A computer server 
was also purchased to support the system. Project staff  attended a training 
workshop on the use of  PastPerfect at the Museums Alaska Conference in 
Homer, Alaska. Additional project staff  training on PastPerfect took place 
the week of  May 12th, in Bethel. Features of  the software include: multi-
media attachments, fund-raising, and screens for cataloging archaeology, 
geology, music collections, and oral histories. Project staff  worked to catalog 
the museum’s collections which is still in progress and is anticipated to take 
at least another two (2) years after this project is completed due to the sheer 
volume of  items that need to be input into the catalog.

Website + Online Archive
AVCP worked through a competitive bid process to solicit the services of  a 
website designer. The website was completed in October 2008. The website 
focuses on four areas: 1) Showcasing recorded knowledge; 2) Elder Oral 
Histories; 3) Catalog of  collected materials; and 4) Teacher’s guide for youth. 
The intent is to make the information mentioned above a useable resource. 
Lists of  the available teaching kits topics that are available for loan are 
listed on the website. Information about how to request teaching kits and 
associated lesson plans are available for use by area school districts. 
www.Yupiitpiciryaraitmuseum.org or www.yumuseum.org
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Traveling Exhibits
In addition to the teaching kits that were developed, the Sub-Regional 
Coordinator for Unit 4, the Education Specialist, the Project Manager, 
and Project Development Director worked to create traveling exhibits and 
corresponding lesson plans including activities, with items from the six 
(6) communities hosting the exhibits. As mentioned previously, Kwethluk, 
Akiachak, Akiak, Tuluksak, and Upper/Lower Kalskag all participated in the 
exhibits that were designed to promote museum participation and expand 
the museum’s educational services to schools throughout the region. The 
exhibits focused on “Land use and Relatives.”As a pilot project, AVCP was 
interested in learning how the “recorded knowledge” would be received by 
the community, as well as how the information will be used by local schools. 
Due to the large geographic area of  the region, it was not feasible, nor were 
there resources available to develop exhibits for each of  the 56 communities 
in the region. However, the hope is that the exhibits presented in each of  
the pilot communities would provide an opportunity to expand this type of  
project in the future. 
Furthermore, we hope to demonstrate success not only for this project 
but to help support the idea that to truly engage Alaska Native youth, 
structures need to be in place to support the education attainment of  youth 
in the region, and as a first step, cultural and traditional knowledge must be 
included and valued in western educational systems and curriculum. The 
Unit 4 Sub-Regional Coordinator and other project staff  comprised the 
planning team and worked to organize and design the exhibits that included 
photos and historical documents on the following topics: 

Old Maps of  community• 
Modern Map• 
Old Census record of  community• 
Recent Census record of  community• 
Genealogy and Family Trees• 
Current photo of  school children• 
Traditional Dance• 
Subsistence Way of  life• 
Traditional Clothing• 

The exhibits included 10 posters (20”X30”) from each of  the six villages 
(60 posters total). Each exhibit included five historical photographs and 
five historical documents. The photographs were gathered from individuals 
in the village communities, and area school districts including Lower 
Kuskokwim School District, Yupiit School District, Akiachak IRA Council, 
Akiak IRA Council, and Google Earth.
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village number of 
Students

number of 
community members total

Kwethluk 96 48 144

Akiachak 226 51 277

Akiak 66 27 93

tuluksak 102 16 118

upper/Lower Kalskag 34 47 81

Bethel * 542 542

total 524 731 1,255

Figure 6. Exhibit Participants from june 25-july 25, 2008

* school was not in session

The following is a summary of  each of  the six exhibit locations:
Kwethluk Exhibit: April 11, 2008
Exhibit viewing began at 9:00 a.m. in the Kwethluk Community School. The 
whole school made viewings class by class with their teachers and the aides. 
Groups of  students clustered around the posters, studying them intensely. 
Children who viewed the exhibit ranged from second grade through high 
school. 
Three Kwethluk Elders identified three individuals in the posters as their 
grandparents. The Elders and adults who attended were impressed with the 
photos, maps, census as well as the genealogy that was all in Yup’ik. Adults 
who attended discussed their experiences with land use and genealogy in 
Kwethluk. Photos and interviews were captured as they reminisced as one 
Elder talked about reindeer herding. There were a total of  144 community, 
school staff, students, and guests who visited the exhibit.
Akiachak Exhibit: April 18, 2008
Exhibit viewing began at 10:30 a.m. in the Akiachak Community School. All 
of  the classrooms viewed the exhibit class by class with their teachers and 
the aides.

The Unit 4 Sub-Regional Coordinator also worked closely with the 
Educational Coordinator to develop activities and lesson plans to be used 
during the opening day of  each exhibit location. Following the displays 
in each community, the exhibits returned to Bethel and a final exhibit 
showcasing all six was held at the Yupiit Piciryarait Museum and Cultural 
Center in Bethel from June 25-July 25, 2008.
The traveling exhibits were very successful and well attended by students, 
teachers, and community members. A total of  1,255 participants viewed the 
exhibits in the villages and Bethel. A summary of  the exhibit participants are 
as follows:
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The photos were well observed by the teacher aides and rest of  the staff  
throughout the day. The high school teacher instructed the class on how to 
interpret the census chart and assigned his to create one. There were a total 
of  277 guests who visited the exhibit.
Akiak Exhibit: April 25, 2008
Exhibit viewing began at 9:00 a.m. in the Akiak Community School. The 
students came with their classes to view the exhibit with their teachers. 
Community members also came to the exhibit. They identified individuals 
in the photos as well as the locations in the pictures. There were a total of  
93 community members, school staff, students, and guests who visited the 
exhibit.
Tuluksak Exhibit: May 2, 2008
 Exhibit viewing began at 9:00 am in the Tuluksak Community School. 
Students came with their classes to view the exhibit. After the students 
saw the exhibit, the teachers discussed their impressions. The students 
completed writing assignments about the exhibits and reflections on 
their experience. Community members were also in attendance and many 
talked about how they were related to the people who were shown in the 
photographs. There was a total of  118 community, school staff, students, 
and guests who visited the exhibit.
Upper/Lower Kalskag: May 8, 2008
Exhibit viewing began at 10:00 a.m. in the Kalskag Community School. 
The whole school viewed the exhibit class by class with their teachers and 
the aides. Again, students clustered around the posters and studied them 
intensely. The photos were also well observed by the teacher aides and 
school staff  throughout the morning and afternoon. One teacher explained 
the charts to his classroom and discussed population growth. 
Two cultural heritage program instructors and one school staff  person 
recognized a couple of  their relatives in the photos. One community 
member had a wealth of  knowledge regarding most of  the photos including 
the old trails of  Kalskag and pointed them out to his friends during the 
exhibit. He shared stories, legends and folklore of  Upper and Lower 
Kalskag and Old Crow villages. Elder and students were in attendance.
One community member mapped her own family genealogy during 
the exhibit as she took a break from her class. There were a total of  81 
community, school staff, students, and guests who visited the exhibit. 
A total of  713 community members, students, and school staff  visited the 
exhibits. The exhibits’ impact on the communities included students being 
exposed to historical photos and documents which helped the exhibits’ 
visitors gain knowledge and awareness of  their ancestors land use and 
cultural activities. The Elders spoke about how it was in the past and the 

“	...	As	a	first	step,	cultural	and	
traditional knowledge must be 
included and valued in western 

educational systems 
and curriculum.”
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growth of  their community and families. Another important impact on 
the communities was that the exhibit brought a sense of  connectedness 
and cultural knowledge exchange that will enhance an appreciation of  
the richness of  the Yup’ik culture. During each traveling exhibit, the SRC 
and Educational Specialist recorded Elder histories from each respective 
community. Elders also provided information on the quality and accuracy 
of  the items included in the exhibits as well as oral histories that will 
be transcribed and translated for future reference. AVCP and Calista 
Elder’s Council worked together to explore the possibility of  publishing 
a book following the conclusion of  project activities, using information 
documented through the traveling exhibits. The Traveling Exhibits activity 
was funded under another grant through the Institute for Museum and 
Library Services – mainly for materials. However, the Unit 4 Sub Regional 
Coordinator worked with the Education Specialist under this grant to 
accomplish this goal. 

Yupiit Piciryarait Museum Exhibits
Three museum exhibits opened in Bethel through the efforts and support 
of  the project. Those include: The“Ilakellriit (Our Relatives) Nunaput (Our 
Places); the Harberg Collection Exhibit; and the Swanson Collection. The 
museum exhibits were well attended and included visits by local schools and 
the community at large. 
Ilakellriit (Our Relatives) Nunaput (Our Places) 
This exhibit opened in Bethel on June 25, 2008 following the traveling 
exhibit project described above. The exhibit featured the historical 
photographs and documents from six communities in the region. 
Harberg Collection Exhibit
This exhibit showcased objects given to us from Kristen Van Orden and 
Chuck Harberg (sister and brother) in memory of  their parents. The 
Reverend Thorlief  Harberg and wife Elsie Johnson Harberg were in 
Bethel and Kwigillingok from 1937 to 1941. The Reverend was a Moravian 
Missionary. The collection includes ivory, clothing, photographs, and 
miniature objects collected while they were in Alaska. Mr. and Mrs. Chuck 
and Ann Harberg were here in Bethel (his parents are Thorlief  and Elsie) 
for the opening of  the exhibit. This exhibit was at the museum from August 
4 to September 19, 2008.
Swanson Collection Exhibit
The Marie O. Swanson Estate donated a collection of  Native crafts and art 
pieces from the region collected by Marie Swanson and her family who lived 
in Bethel over 20 years ago. The collection was received by AVCP in July, 
2007. This exhibit opened in Bethel in October, 2008.
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Educational Materials
Project staff  worked collectively to identify at least three subjects of  broad 
interest within the region and used material collected to develop a teaching 
resource for use in the region’s schools. The intent was to have materials 
available to school districts to demonstrate the variety of  ways that the 
collection might be used. The educational materials developed for this 
project include: 1) 10 teaching kits and lesson plans; 2) six traveling exhibits 
that were developed and opened in 6 communities throughout the region 
and eventually premiered at the Yupiit Piciryarait Cultural Center and 
Museum in Bethel and 3) a Calendar was produced that included copies of  
historical photos that were collected during the Sub Regional Coordinators 
travels to the communities.
Teaching Kits
Ten teaching kits, each with different topics, and associated lesson plans 
were developed by each Sub-Regional Coordinator. Through planning and 
identification of  items through the inventorying process, each Sub-Regional 
Coordinator decided on a theme for the teaching kits. The following is a list 
of  the teaching kit topics and corresponding units are as follows:

Unit 1: How to Make Qaspeqs• 
Unit 2: Traditional Plants/Medicines• 
Unit 3: Berries• 
Unit 4: Traditional Parkas• 
Unit 5: Men’s Dance Fan• 
Unit 6: Toys & Games• 
Unit 7: Men’s Traveling Tools• 
Unit 8: Grass Wallhanging• 
Unit 9: Story Knife• 
Unit 10: How to Make a Fancy Fur Hat• 

Additional topics were selected and another 20 teaching kits were developed. 
Ten corresponding lesson plans were complete. The topics include: How 
to Make a Beaded Headdress, How to Make a Malaggayaq (Fur Hat), 10” 
Dolls, Story knives, Puffin Mask, 12” Dolls, How to Make a Fancy Otter 
Hat, Small Objects Skin Sewing, Beadwork, and How to Make a Spotted 
Seal Hat. 
The Education Specialist was originally going to work with each of  the 
Sub-Regional Coordinators to develop lesson plans for use with each kit 
to ensure they meet the State of  Alaska and district teaching standards. 
However, due to changes in staff, the Program Director worked to complete 
the lesson plans for each teaching kit. 
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Elements of  the teaching kits include: an Introduction letter, which is 
designed to orient the user to the project and intended use of  the teaching 
kits; Map of  region; Lesson Plan which includes an activity, instructions, 
illustrations of  the instructions (photos or diagrams); Photographs of  the 
items in use; Checklist of  box contents; and a Teacher Evaluation form. As 
previously mentioned, the Yupiit Piciryarait website has a list of  teaching 
kit topics. The kits will be housed at the Yupiit Piciryarait Cultural Center 
and Museum and available for schools to check out to use in classrooms 
throughout the region. Outreach to schools throughout the region 
informing them of  the availability of  the teaching kits as well as the other 
resources developed through this project was completed during the final 
months of  the project.
Calendar
AVCP produced a calendar showcasing old photos collected during the 
traveling exhibits. The calendar had been circulated throughout the region 
and has received positive feedback from Elders and community members. 
The calendar was developed in addition to the educational materials and 
products originally proposed in the grant application.
Resource Books
Each Sub-Regional Coordinator was responsible for compiling all of  their 
recorded knowledge inventories and community-specific information 
collected throughout the project for each of  the villages in their respective 
units into resource books. Fifty-nine (59) resource books were compiled, 
which included the previously mentioned items and a comprehensive list of  
early visitors and Elders lists from each of  the 56 communities. 
The Research Associate also compiled a resource book based on the 
information collected throughout the project. The goal of  this activity 
was to create a baseline of  information that will serve as the framework 
by which more in-depth work can be pursued. The resource books are a 
strong foundation with which to build a comprehensive encyclopedia-type 
reference book for each community throughout the AVCP region. 
Book
AVCP worked collaboratively with Calista Elders Council and the Alaksa 
Native Language Center to produce “Qanruyuteput Inruugut: Our 
Teachings Are Medicine.” This book is a product of  an unprecedented 
gathering of  more than 20 Yup’ik Elders from villages throughout 
southwestern Alaska. They met to discuss matters crucial to the well-being 
of  Yup’ik people, the oral instructions and rules for living. The book’s 
development process was a demonstration on how, in the future, recorded 
knowledge of  such importance can be taken from the the initial idea to a 
publication to share with everyone.
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iv :: Evaluation 
aPProacH
4.1 oVERVIEw oF EVALuAtIon + 
MEthoDoLogy
The evaluation included both process and outcomes-based approaches. The 
process-based approach to the evaluation was designed to identify whether 
the objective and activities identified in the grant were being implemented 
as originally articulated as well as provided ongoing feedback on progress 
and accomplishments made throughout the project. This also provided an 
opportunity to identify areas where key decisions on implementation should 
be made to ensure the project’s effectiveness in meeting each objective. The 
process-based evaluation included staff  interviews, program record reviews, 
and observation. The evaluation also included an outcomes-based approach 
to measure the impact of  the project and included a combination of  
qualitative and quantitative data collection. The purpose of  the outcomes-
based evaluation was to measure the effectiveness of  the program in 
increasing cultural preservation efforts in the AVCP region; increasing and 
providing access to historical and cultural sources of  information; and by 
connecting those resources to students and schools throughout the region. 

4.2 LogIC MoDEL
A logic model was developed for the project that enhanced program 
performance by defining the purpose of  the project as well as identified 
key evaluation points. The logic model provided a visual depiction of  
the program design as well as visually connected program inputs with 
short- term and long-term outcomes. Short-term outcomes of  the project 
included: 1) Increased cultural preservation of  the AVCP region through 
increasing local capacity to collect and preserve “recorded knowledge”; and 
2) Improve the collection efforts of  historical data by increasing knowledge 
and cultural fluency among community members and project participants. 

Long-term outcomes identified 
included: 1) Support the educational 
attainment among students of  the 
AVCP region; 2) Repatriate more 
than 150 years of  documentation 
of  the Native way of  life; and 3) 
Yupiit Piciryarait Cultural Center 
and Museum Archive is a viable 
education resource for the region. 
Please find the logic model created 
for the project on the following 
page.
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Figure 7. Logic Model
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4.3 DAtA CoLLECtIon: MEthoDS + 
InStRuMEntS
Data for the final evaluation report were collected through site visit 
interviews, observation, document reviews, and participation counts. The 
following Data Collection Timeline provides a timeline for these data 
collection activities.

Figure 8. Data Collection timeline
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Site Visit Interviews
Site visits were conducted in Bethel on September 6, 2007; July 25, 2007; 
March 23-27, 2008; April 18, 2008; and November 20, 2008. Most site 
visits were held during scheduled sub-regional coordinator work sessions 
hosted in Bethel. Interviews were conducted with project staff, including 
the project development director; the program manager; sub-regional 
coordinators; research associate; and other AVCP staff  members who were 
involved in the project including their staff  attorney to identify the activities 
that were being implemented currently; those activities that were being 
planned as next steps; understand the structure, experiences, dynamics, 
and activities of  SRC’s and general work flow; and understand how project 
staff  perceived the challenges and successes related to the implementation 
of  the activities. During site visits, formal interviews were held individually 
with each sub-regional coordinator and the research coordinator. Project 
leadership including the project development director and the project 
manager were interviewed together. During early phases of  the project, the 
formal interviews with sub-regional coordinators included the following 
open-ended questions:
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Describe the progress you’ve made completing the activities 1. 
identified on the work plan. Where are you at in the process?
What is working well with your approach thus far?2. 
Are you encountering any challenges? If  so, what?3. 
Are there any adjustments you’ve made to your approach?4. 

As the project was nearing completion and during the final site visit, sub-
regional coordinators were asked the following open-ended questions with 
some exploratory follow-up questions:

Can you talk about your experiences developing the teaching kits? 1. 
How was the process?
Can you describe your experiences working with schools:2. 

Did schools seem supportive of  the project and your efforts? -
Do you think schools are aware of  the resources available to  -
them (i.e. the website and teaching kits)?

Were there any challenges you encountered while working on the 3. 
project? If  so, please describe.
What do you think was the most successful part of  the project?4. 
Did you record oral histories from Elders in the communities in 5. 
your unit? If  so, how many?
Can you talk about your experiences interviewing Elders; did Elders 6. 
seem willing to share?
Do you feel like you received adequate training throughout the 7. 
project?

Document Review 
Village inventory sheets, work plans, sign-sheets, internal reports, and 
lessons plans were reviewed throughout the project period. Initially, village 
inventory sheets completed by each SRC for each village community were 
forwarded to the evaluator for review. However, it was determined that 
the inventory sheets would need to be complied and cross referenced in 
a centralized database and that task could be more efficiently completed 
by the project director. The compilation and item count for the recorded 
knowledge inventories, both village-based and Alaskan/Lower 48 
Institutions was completed by AVCP staff. Sign-in sheets for visitors to the 
museum exhibits and the traveling exhibits were also reviewed. A pre and 
post count of  visitors to the Yupiit Picryarait Museum exhibits from 2001-
2009 was conducted and also reviewed.
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handbook.”
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1990.

7. EVALuAtIon REVIEw, Vol. 28 no. 4, 
August 2004 342-357. Letiecq and Bailey“ 
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4.4 LIMItAtIonS oF thE EVALuAtIon 
There were some limitations to the evaluation that should be noted and 
considered. These are described below:

Timing
The evaluation process started in July 2007, which was technically the start 
up and beginning phases of  project implementation. The first semi-annual 
report was due on July 31, 2007, which made it too early to provide any 
meaningful formative input to the process. Due to initial staff  changes and 
workforce challenges, a new team of  staff  took over management of  the 
project, which ultimately ensured the successful implementation of  the 
project, but presented challenges related to the evaluation design. Ensuring 
adequate time for the project to fully develop with opportunities to employ 
evaluation methods such surveys was limited due to the project schedule. 

Data Collection Methods
The evaluation employed a mixed method approach and consisted mostly 
of  qualitative data collection efforts including: document review, interviews 
and observations. Evaluations should incorporate both qualitative and 
quantitative data-collection methods whenever possible.5

The quantitative evaluation approach articulated in the original evaluation 
plan included in the grant cited one of  the essential components of  the 
product evaluation was an assessment (post-test) that would be completed 
by educators and students following the use of  materials in the classroom. A 
survey was developed for both students and teachers to complete following 
the use of  the teaching kits; however, there was not time to collect this 
information for inclusion in the final evaluation. Having access to this 
information would have greatly strengthened the evaluation and subsequent 
findings. It should be noted however, that the evaluation design was revised 
so that the information collected was useful to the project team – with 
a focus on counting the number of  products developed; the number of  
visitors to the museum; and the number of  attendees during the traveling 
exhibits.
The interviewing process employed during the qualitative data collection was 
approached through a standardized open-ended interview. Characteristics 
of  this approach include determining the exact wording and sequence 
of  questions throughout the course of  the interview. Limitations to this 
approach include the lack of  flexibility in relating the interview to particular 
individuals and circumstances.6

Cultural Context and the Western Approach to Evaluation 
There is an inherent challenge to conducting program evaluation that is 
responsive to the cultural context of  the situation.7 Program evaluation 
is based on a western approach to research and often does not take 
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into account the diversity and multicultural differences of  the people 
being studied.8 It is mostly based on western scientific assumptions and 
constructions that define “good research” and defines what is of  value – 
when value definition is often different from one group to the next. In other 
words, it assumes that the western definition of  value is “universal” and 
translates across cultures.

Limited understanding of  the purpose of  the evaluation
During the initial staff  interview process, there was some hesitancy to 
sharing particular challenges and identifying the stage in the workflow 
process for each SRC. Some SRCs appeared more open and comfortable 
initially than others. In an attempt to alleviate some of  what appeared to 
be apprehension about the process an explanation of  the purpose of  the 
evaluation was provided preceding the actual interview process. It appeared 
that staff  viewed the evaluation process and the data collection methods 
(i.e. interviews) as being an evaluation of  their individual work performance. 
Every attempt was made to inform them of  the contrary. 

Language and Cultural Barriers
Part of  what made the project so successful was the work of  the project-
level staff  (SRCs) who were hired because of  their ties to the region. All of  
the SRCs lived in rural communities outside of  Bethel. Most of  the SRCs 
were fluent in Yup’ik and for most English is a second language. There is 
no doubt that cultural barriers played a role in the evaluation. For instance, 
Yup’ik and Cup’ik people use not only spoken language but also rely on 
specific non-verbal cues and facial expressions to articulate meaning. Many 
things are communicated through non-verbal cues that aren’t necessarily 
understood by those not from the region. So in many ways, there was most 
likely a number of  things “said” during the direct-interview process and 
periods of  observation that the evaluator would not have fully understood. 

Trust and Willingness to Share without an Established Rapport
As previously mentioned there was, and has been for historical reasons, 
a need to establish trust and rapport with staff  working on a project and 
that are participating the evaluation process – particularly with people 
who may be coming from outside the region and working as an external 
evaluator. Timing was mentioned as a factor and was the case in this 
situation as it takes time to establish trust with individuals in order for them 
to feel comfortable enough to share their insights and thoughts on the 
process. This challenge was one that was overcome with time as the project 
developed and ultimately each staff  person seemed engaged and vested in 
the evaluation process as time went on. As a rapport was built with project-
level staff, information was more easily exchanged which provided depth 
and grounding in the evaluation and findings. 

“As a rapport was built with 
project-level staff, information 

was more easily exchanged which 
provided depth and grounding in the 

evaluation	and	findings.”
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v :: Evaluation FindingS
5.1 IMPLEMEntAtIon
Project implementation began on April 18, 2007 with the recruitment and 
hiring of  the project manager and project-level staff  (SRC’s). The original 
approach of  the project articulated in the grant was general enough to 
allow for the development and implementation of  a project that was 
successfully executed and will have broad reaching impacts in the future. 
The implementation was based on the goals, objectives, and outcomes 
identified in the ANE grant. A key difference that should be noted and 
arguably is the factor that led to the success of  the project was the change 
in project leadership that took place following the submission of  the grant 
and subsequent funding award. The original grant was written to staff  the 
project with people who were not from the region but who had expertise 
in museum collections and acquisitions. The original concept was designed 
by a staff  person who was not involved with the project after the award was 
made. The major divergence from the approach described in the proposal 
was that it was instead implemented by local people who worked in the 
communities and collected and inventoried knowledge from Elders and 
others. As a result, exhibits, teaching materials, and cultural curricula were 
developed and brought into schools. These materials can be used to connect 
with local children and help teach them about their culture and history 
and ultimately, their place in the world. This connection will lead them to a 
deeper engagement with school and the other more western methods and 
formalized learning approaches that will be critical for success in the future.
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Staffing
Goal 1 Objective 1.4

Hire and train a team of  local staff, sub-regional coordinators to 
coordinate the collection of  oral histories and Elder memories.

The use of  sub-regional coordinators to engage in most of  the community-
level work was articulated in the grant. Initially, five (5) SRCs were hired, 
but due to delays in project start, the increased resources in the budget 
as a result of  the delay, and the acknowledgement that conducting 
the inventorying and collection process in all 56 villages would be too 
demanding for five staff  positions, five additional SRCs were hired shortly 
after the start up of  the project.

Two additional positions were created during the early phases of  
implementation: the Education Specialist and Research Associate. These 
positions were not included in the original grant proposal. The Education 
Specialist was created in response to the identified need to have someone 
familiar with the various school districts’ curriculum requirements on staff  
to facilitate the curriculum development to accompany the teaching kits. 
The Education Specialist position was hired in the first quarter of  Year 2. 
The intent was to have the position work closely with the SRCs to develop 
lesson plans for use with each teaching kit to ensure that they met the State 
of  Alaska and district teaching standards. However, the person who held the 
position left and there was not enough time in the project nor the budget to 
refill the position, due to the grant program that funded the position ended. 
The Program Director worked to cover this task and completed lesson plans 
for each teaching kit.
The Research Associate position was created after it was clear that the sheer 
magnitude of  information that was being identified through SRCs work at 
the community-level was too much to manage with the regional staff. It was 
evident that there were recorded knowledge items located in institutions 
throughout Alaska and the Lower 48 that warranted initial research and 
a baseline inventorying process. In addition, the Research Associate also 
played an integral role in reaching out to curators and museum directors that 
held significant Yup’ik and Cup’ik collections so that a relationship could be 
developed which would increase the opportunity for partnership and shared 
learning processes in the future.

“These materials can be used to 
connect with local children and help 
teach them about their culture and 

history and ultimately, their place in 
the world. This connection will lead 

them to a deeper engagement with 
school and the other more western 
methods and formalized learning 

approaches that will be critical for 
success in the future.”
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Contacting Early Visitors to the Region
Goal 1: Objective 1.1

Identify Locate, and Contact Early visitors to the region, or their 
heirs, and being the process of  collecting and returning their 
“recorded knowledge” to the region.
The Research Associate was responsible for helping to complete this 
objective. Research was conducted and the process of  locating early visitors 
as well as their heirs was started. However, due to time constraints and 
the grant funding coming to an end, additional work under this objective 
remains to be completed. The original approach stated that project staff  
would engage in finding and contacting early visitors to the region and their 
heirs. Instead, a surprising response to the project was that early visitors and 
their heirs began to contact project staff  and begin the process of  sharing 
the recorded knowledge they possessed. The volume of  repatriated Yup’ik 
recorded knowledge and items that occurred as a result of  this project, 
exceeded all expectations. AVCP was successful in the repatriation of  four 
major collections of  Yup’ik recorded knowledge and historical and cultural 
items. The collections included the Swanson’s collection, the Harberg 
Collection, the Nagel Collection and the Emel Collection.
The Swanson’s collection was received in the fall of  2008, after Marie 
Swanson, an early visitor to the region who had since moved to Texas, 
passed away. Her son contacted AVCP and wanted to donate the collection 
to the Yupiit Piciryarait Cultural Center and Museum. The collection 
includes roughly 310 objects, valued at over $96,000.
The Harberg Collection was received in February 2008. The collection 
includes roughly 67 items valued at over $40,000. Through the work of  
this project, AVCP was contacted by Charles Harberg, whose father was a 
missionary in Kwigillingok in the 1930s and 1940s for information about 
certain items and where they originated; as a result, he donated items to 
ensure their return to the region.
Both collections were showcased in exhibits at the Yupiit Piciryarait Cultural 
Center and Museum. The Harberg collection, which included ivory pieces, 
clothing, and photographs, was featured during an exhibit at the museum 
from August 4- September 19, 2008. The Swanson collection was showcased 
during an exhibit that opened in October 6, 2008 and included a collection 
of  dolls, baskets, clothing, books, jewelry, and paintings.
The Emel Collection was received in the spring of  2009 and was donated 
by a family who lived in community of  Alakanuk, located on the lower 
Yukon River. The Emel family found a number of  boxes that belonged to 
the patriarch of  the family and who had lived in Alakanuk in the early 1900s. 
The collection included a number of  dancing masks that, according to the 
family, had been stored in boxes for over 70 years. The family contacted 
the Anchorage Museum and the Museum was interested in the masks. 
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However, the appraiser who was appraising the masks encouraged the family 
to contact AVCP and recommended that they donate the collection to the 
Yupiit Piciryarait Cultural Center and Museum because of  this project. 
The family, who reportedly were very particular about who would receive 
the collection, felt that AVCP was the rightful keeper of  the collection and 
donated it to AVCP.
The repatriation of  four major collections of  items removed from the 
region by early visitors is a major accomplishment and an outcome that was 
not originally proposed in the grant application. One of  the goals of  the 
project was to initiate activities to repatriate more than one hundred fifty 
years of  documentation of  the Native way of  life. Project staff  made great 
strides during the implementation of  the project – this is arguably one of  
the more remarkable outcomes associated with the project. 

Inventory of  “Recorded Knowledge” Items
The ANE grant application stated that one of  the outcomes of  the 
project by the end of  year three of  the project would be 1,000 items of  
“recorded knowledge” collected for the archive. Project staff  far exceeded 
this projected outcome and have collected recorded knowledge items as 
well as inventoried over 16,131 items throughout the region. In addition, 
completing an inventory of  items located in institutions in Alaska and the 
Lower 48 was not originally articulated but was developed through research 
activities that took place during the project period. Over 23,503
recorded knowledge items were inventoried in a number of  different 
categories in over ten (10) institutions throughout the United States.

Yupiit Piciryarait Cultural Center and Museum Archive as a 
Viable Educational Resource for the Region – Ensuring its Use
The project was successful in demonstrating the need t for curricula and 
learning environments that celebrate the people, places, cultures, history, and 
languages of  the region. However, curricula without the resources required 
to teach it are of  little value. One of  the goals of  the project was to take 
the lead role in gathering, preparing, and creating access to material that 
is available for use in schools throughout the region. The project created 
access to educational materials through a website that contains Elder oral 
histories and teaching kits with curricula, which developed the Yupiit 
Piciryarait Cultural Center and Museum Archive as an educational resource 
that did not previously exist in the region. A pre and post count of  visitors 
to the museum during exhibits from 2001-2009 shows a remarkable increase 
in the number of  visitors to the museum during the project period. Schools, 
students, and community members at large have increased their visitation 
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Figure 9. yupiit Piciryarait Museum Exhibit Attendance
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5.2 PRojECt “StREngthS” + “ChALLEngES” 
The following list of  project “Strengths” (+) and “Challenges” (–) are based 
on information collected throughout the project during site visits to AVCP 
offices in Bethel, informal telephone interviews with project leadership staff, 
formal interviews with project-level staff  in Bethel, direct observations, and 
a review of  project documents. 

and participation, which is an indicator that the museum is in fact a viable 
educational resource for the region. The chart below highlights the pre/post 
count of  visitors to the museum prior to the project and throughout the 
project period.
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+ Strong Project Team
The strength of  the project team and the positive team dynamic between 
project leadership and project-level staff  was evident early on. Each sub-
regional coordinator was provided enough leeway in terms of  how they 
approached their work that allowed each staff  person to find the process 
that best worked for their individual working style. The work sessions 
provided an opportunity for the group to come together, share their 
progress and use a peer-to-peer approach to problem solving to overcome 
any challenges. This process was particularly helpful, as project-level staff  
worked independently due to the scattered site location of  other staff. 

+ Knowledgeable Leadership
Both the Program Development Director and the Program Manager 
were knowledgeable about the subject matter and could provide clear 
direction and opportunities for guidance when needed. Project Leadership 
encouraged ownership of  the project by project-level staff  and developed 
the collective effort rather than taking a “top down” approach. Leadership 
staff  appeared sensitive to the needs of  the group and allowed project-level 
staff  ample time to brainstorm and provide input into the development of  
the project. This led to increased cohesiveness throughout the project. 

+ Ability to gain entry into communities and access to Elders
The successful implementation of  the project depended upon local people 
being trained in methods of  collecting and inventorying recorded knowledge 
items. Within a short timeframe, project level staff  were able to connect 
with people, particularly Elders, in the communities in their sub-regions. The 
process of  connecting with Elders and building a strong enough rapport for 
them to share their histories and memories, as well as collecting recorded 
knowledge items was a strength of  the project. 

+ Partnerships and Collaborative Relationships built 
with Museum Staff
Numerous partnerships and relationships were developed with museum 
staff, appraisers and others involved in operating cultural centers and 
museums in Alaska and throughout the United States. Not only did 
this provide opportunities for training, but it also created a network of  
supporters for the project. AVCP’s internal capacity was developed through 
this process as staff  learned how to build museum cases and mounts and a 
number of  other tasks that would have otherwise been contracted out.

“The process of  connecting with 
Elders and building a strong enough 

rapport for them to share their 
histories and memories, as well as 

collecting recorded knowledge items 
was a strength of  the project.”
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– Project Delay and Accelerated Schedule
Due to staffing changes, the staff  involved in the preparation of  the grant 
application was no longer with AVCP when the award was made. By the 
time that project leadership was hired and the initial project organization 
period was complete, the project was a year behind schedule. This 
accelerated the schedule and curtailed the time available to complete the 
work. The original project period was three (3) years and although a no-cost 
extension was granted through the funding agency that provided additional 
time to complete the objectives identified in the grant, it still required a 
significantly accelerated implementation process.

– Staff  Turnover
A number of  sub-regional coordinator positions were vacated throughout 
the project period. Initially five (5) SRCs were hired and another five (5) 
positions created after implementation began. There were six (6) SRC staff  
positions that changed throughout the project period – with (4) of  the 
original SRC positions hired that remained throughout the project period. 
Due to the travel required and the geographical distances from each village 
in each of  the SRCs respective units, it was difficult for new staff  coming in 
to these positions to get up to speed and pick up where the previous staff  
person left off. However, despite this challenge project staff  did manage to 
meet the requirements outlined in their work plans. The Education Specialist 
position was also vacated midway through the project, before the lesson 
plans and teaching kits could be finalized. The position was not refilled, 
which left the bulk of  the work to be completed by the Project Manager. 

– Geographic Expansiveness of  the Region
Due to the size of  the Region and the number of  communities that each 
SRC was responsible to cover during the project coupled with the delay in 
the project schedule contributed to doing the community-level work and 
completing the necessary tasks particularly challenging.

SuMMARy oF thE goALS, oBjECtIVES + 
outCoMES AChIEVED
Following is a summary of  the goals, objectives and associated outcomes of  
the project. Those that are flagged with a “Check ” have been completed:

Goal 1: To initiate activities to repatriate more than one hundred 
fifty years of  documentation of  the Native way of  life.

Objective 1.1: Identify, locate, and contact early visitors to the • 
region, or their heirs, and begin the process of  collecting and 
returning “recorded knowledge” to the region.

Outcome: -  At least 1,000 pieces of  recorded knowledge will be 
collected for the archive by the end of  year three.

R

R



49Yupiit Piciryarait cultural center + museum native archive project : : EVALuAtIon FInDIngS

Objective 1.2: Establish legal and ethical standards for collection • 
and protocols for use of  archive materials by aligning the needs 
and understanding of  the Native community with Western legal 
requirements.

Outcome: -  A series of  published protocols for the collection, 
use, copyrighting, maintenance, and publication of  materials 
collected under this project will be approved by Elders and 
adopted by the AVCP Executive Board.

Objective 1.3: Establish a system for cataloging material, which is • 
functional and easily navigated by primary users, school students, 
elders and other community members.

Outcome: -  A system will be in place to archive documents 
collected in the archive in Bethel so that staff  and researchers 
are to access material efficiently by the end of  the first year
Outcome: -  Cataloging system will be modified as required when 
material is published on the World Wide Web to facilitate use 
by the public. The system will be field-tested in fifth-twelfth 
grade classrooms in at least ten (10) area school districts 
during the second year of  the project. 
The field testing associated with this outcome did not occur 
as originally articulated in the grant.

Objective 1.4: Hire and train a team of  local staff, Sub-Regional • 
Coordinators, to coordinate the collection of  oral histories and elder 
memories. 

Outcome: -  A team of  trained Sub-Regional Coordinators 
fully prepared for the work of  collecting documentation 
of  “recorded knowledge” as it is collected and taking 
developmental steps in preparing it for the use in the schools 
in the Region.

Objective 1.5: Plan and hold a series of  Elder Institutes to collect • 
local oral history and to identify the subjects of  visual images and 
connecting and identify the broader cultural context of  activities. 
Elders will also discuss the content of  written documents to validate 
content, identify and correct inaccuracies.

Outcome: -  A collection of  primary source documents describe 
and corrected as necessary and restated in modern language 
understandable to today’s youth available in an online 
archive for research and material developers for inclusion in 
curriculum support materials. 
Elder histories were recorded and are available on an online  -
archive. However, the histories have not yet been translated 
into a collection of  primary source documents due to time 
and budget constraints of  the project.

R

R

R

R

R

R

R

R
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Goal 2: Make information collected for the Yupiit Piciryarait 
Cultural Center and Museum Archive a viable educational resource 
for the Region and ensure its use. 

Objective 2.1: Develop a website containing “recorded knowledge” • 
along with oral history provided by Elders.

Outcome: -  By end of  Year 3, a website containing a majority 
of  the material collected will be online and available to 
students, teachers, and curriculum coordinators as well as to 
community members and researchers

Objective 2.2: Design and present teacher training sessions and • 
publish a teacher’s guide for use of  the website.

This objective was revised following implementation due to  -
the large volume of  work required of  the SRCs in gathering 
inventories and materials as well as the self-explanatory nature 
of  navigating and using the website.

Objective 2.3: Publish at least three educational materials, books, or • 
other media, guided by the content of  collected materials and make 
these materials available to schools in the Region. 

Outcome: -  At least three professionally produced high quality 
teaching materials will be developed and produced for the 
project. 

R

R

R

R

R

Goal 3: Ensure the sustainability of  the archive by leveraging funds 
for ongoing expansion and maintenance. 

Objective 3.1: Develop and submit grant proposals each year with a • 
goal of  stabilizing, maintaining, and expanding the collection.

Outcome: -  At least two grant proposals will be developed to 
support expanded collection of  “recorded knowledge” during 
the remainder of  2005. A minimum of  two applications will 
be submitted during years two and three of  this project.

Objective 3.2 Seek private foundation and corporate donations to • 
establish an endowment to sustain the archive once government 
grants have been exhausted.

R

R

R
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vi :: rEcommnEdationS + 
nExt StEPS
The Association of  Village Council Presidents hired Agnew::Beck to 
provide evaluation services to measure the Yupiit Piciryarait Cultural Center 
and Museum Native Archive Project’s success in meeting the proposed 
goals and objectives identified in the grant application as well as to provide 
an evaluation of  the impact of  the project. Despite early setbacks related 
to delays in the project schedule, the project was successful in meeting the 
goals, objectives, and product outcomes originally articulated in the ANE 
grant application. Moreover, any objectives that were not met as originally 
proposed were due mostly to limited time to complete a large amount 
of  work in an abbreviated schedule, but also to the sheer magnitude of  
information that was being inventoried and collected. It should be noted 
also, that as the project team solidified and implementation began it was 
necessary to revise certain objectives as they were not logically articulated 
and did not fall within the natural development of  the workflow, as was 
the case for the designing and delivery of  teaching training sessions and 
publishing a teacher’s guide for utilizing the website.
The following are recommended next steps based on the results of  the 
project evaluation:

6.1 ContInuED MoMEntuM
The work completed through the project is just the beginning. This project’s 
accomplishments form the foundation for future work. The idea of  
traditional knowledge as a “gift” and something that Elders pass down to 
future generations is a concept that permeated throughout the project. The 
success of  this project demonstrates to local people and to outside funders 
that AVCP has significant local capacity to collect, inventory and share 
cultural and historic knowledge and to make it accessible to the public. It 
also demonstrates the shared “collectiveness” in the responsibility of  people 
to share their histories and memories of  early ways of  life that is important. 
The inventories, Elder oral histories, repatriated historical items, and the 
educational materials developed through the project provide a baseline 
of  information and materials but there is still significant work that can be 
done. Additional funding should be sought to support future efforts and 
continued momentum.
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6.2 onLInE ARChIVE oF RECoRDED 
KnowLEDgE tALLy
Recorded knowledge tallies were completed with detailed information on 
each item in each respective category. This summary of  information should 
be entered into an online archive that can be used as a reference source for 
schools and researchers throughout the region.

6.3 DEVELoPMEnt oF CoMPREhEnSIVE 
REFEREnCE BooKS FoR EACh CoMMunIty
Fifty-nine (59) resource books were compiled; most community specific as 
well as a resource book compiled based on information collected through 
the Research Associate’s work. This information provides a framework 
for more in-depth research. The resource books are a strong foundation 
with which to build comprehensive reference books for each of  the 56 
communities throughout the AVCP region. 

6.4 BuILD uPon PRojECt SuCCESSES AnD PLAn 
FoR A yuP’IK REgIonAL REPoSItoRy
Continue to build upon the model that developed through this project 
where local people are working to create a Recorded Knowledge Center 
for the entire region. This could be a multi-phased project with this project 
being the foundation for the ultimate goal of  a Yup’ik Regional Repository 
that would include a museum function.
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