Warmth & Workwear

A clothing-resilience pilot for Pit River families and rural Native
communities

Version 1.0 - Public Proposal - The Long Return
By Christopher Knorr

This is an independent civic proposal. It is not an official Pit River Tribal government program, not legal
advice, and not a budget directive. I speak only for myself, not for my Tribe or any government.

This proposal is offered in the spirit of practical care. It can be adapted, changed, scaled down, or used as a
starting point by any community, office, nonprofit, school, or family-support effort that finds it useful.

The idea is simple: basic clothing needs should be handled before they become crisis points.

A coat before the cold arrives.

Boots before the first day of work.

School clothes before a child walks into class.

Sun protection before heat becomes dangerous.

Emergency replacement clothing before hardship turns into humiliation.

Clothing is not only a comfort issue. In rural and dispersed communities, it can be a safety issue, a school-
readiness issue, a work-readiness issue, a travel issue, an emergency-preparedness issue, and a dignity

issue.

Warmth & Workwear is designed as a small, realistic pilot first — not a full program on day one.

Why this matters

Pit River people have lived since time immemorial across the 100-mile square in parts of Shasta, Siskiyou,
Modoc, and Lassen Counties. That geography includes remote communities, long travel distances, cold
winters, hot summers, limited retail access, and real supply challenges.

For many families, the cost of clothing is not only the cost of the item. It is also fuel, distance, timing, limited
size availability, online ordering barriers, and the pressure of needing the right thing before school, work,
weather, or emergency conditions arrive.

Families can be hit with several clothing needs at once:

* winter coats;
* boots;



* socks;

* thermals;

* school clothes;

» work clothes;

* interview clothes;

« children’s replacement clothing;

* heat and sun-protection gear;

* emergency clothing after fire, displacement, or sudden hardship.

A useful clothing-resilience model should do more than collect donated clothes. It should help people
prepare before need becomes crisis. It should preserve dignity. It should reduce avoidable stress. It should
make practical support easier to reach.

The core principle

A serious community prepares its people for the seasons, for work, for school, and for emergencies.
That is the heart of Warmth & Workwear.

This is not charity as performance. It is practical community infrastructure.

The goal is not to create dependency. The goal is to remove preventable barriers that make ordinary life
harder than it needs to be.

A person should not miss work because they do not have boots.
A child should not enter school feeling ashamed because basic clothing needs were not met.
An elder should not face winter without warm outerwear.

A family should not have to turn a sudden clothing need into a crisis.
A remote household should not be forgotten because help is too far away.

Minimum viable pilot

The strongest first version is a single-season Winter Warmth pilot with a small emergency reserve.
Start small enough to complete well.
A realistic first pilot could serve:

+ 75-100 people, or

+ 25-40 households, depending on funding, storage, staffing, confirmed need, and transportation
capacity.



The first pilot should prove that the basics work:

1. people can request support without shame;
2. sizes can be collected accurately;

3. items can be purchased or gathered in time;
4. inventory can be stored and tracked;

5. distribution can happen without confusion;

6. an emergency reserve can be held back;

7. the model can be reviewed before expanding.

Do not launch every possible track at once. A year-round closet, voucher system, summer program, repair
days, and multi-location delivery model can come later if the first pilot works.

Phase 1: Winter Warmth Kit

The first pilot should focus on cold-weather basics.

Core kit

* winter coat or jacket;

* boots or weather-resistant shoes;
* warm socks;

* gloves;

* beanie or warm hat.

Optional add-ons

* thermal base layer;

* scarf or neck warmer;

* rain shell;

* blanket;

+ child-specific school outerwear.

Priority groups
If supplies are limited, priority rules should be clear in advance. Possible priority groups include:

* children and youth;

* elders;

* low-income households;

» outdoor workers and seasonal crews;

* students starting school or training;

* people beginning employment or returning to work;

+ households affected by fire, evacuation, displacement, or sudden hardship;
* remote households with limited transportation access.



This proposal does not decide eligibility for any Tribe, agency, office, or program. Any administrator would
need to set eligibility rules consistent with its own authority, funding rules, and privacy obligations.

Phase 2: Summer Wear Kit

The summer track should come after the winter pilot is tested.

Heat is also a safety issue, especially for outdoor work, youth activities, community events, fire season, and
travel.

Possible summer kit

* moisture-wicking shirt;

« lightweight long-sleeve sun shirt;

* lightweight pants or shorts;

* breathable socks;

« wide-brim hat or cap;

« cooling towel, bandana, or sun hoodie for outdoor workers if funding allows.

This track should not replace employer responsibilities for water, shade, rest, training, and heat-illness
prevention. It should simply support people with practical gear that helps them move through hot weather
more safely.

Phase 3: Work & School Fit Support

Work and school clothing support is valuable, but it should be added after the basic pilot works.

This support could be done through direct purchase, vouchers, school partnerships, workforce
partnerships, or a controlled referral system.

Possible uses include:

* back-to-school clothing;

* steel-toe or work boots;

* high-visibility shirts or vests;

« slacks, polos, or interview clothes;

* school shoes;

* replacement items for children who outgrow clothing midyear.

The purpose is to remove the “first-day barrier.” People should not miss work, school, training, or
opportunity because the right clothing was just out of reach.

Voucher programs should not be launched casually. They require rules for eligible stores, eligible items,
receipts, lost cards, expiration dates, fraud prevention, and reconciliation.



Phase 4: Community Closet + Repair Days

A community closet can be helpful, but only if it is managed well.

A closet can become a dignity-centered resource, or it can become a dumping ground. The difference is
management.

Minimum standards

* clean items only;

* sorted by size and type;

« damaged items separated for repair or textile recycling;

* new items prioritized for children, elders, first-job clothing, and emergency need;
+ donated items screened for dignity and usability;

* clear access rules;

* clear inventory responsibility;

* reqgular cleanup and review.

Repair days could include hemming, buttons, boot lace replacement, patching, and simple alterations. Fit
matters. A donated item that cannot be worn is not really support.

Emergency clothing reserve

Every version of this model should hold back a small reserve instead of distributing everything at once.
A practical reserve target is 10-15% of total inventory.
The reserve can support:

+ cold snaps;

« fire-season displacement;

+ sudden school or job starts;

« family emergencies;

* lost or damaged clothing;

+ late-identified elders, children, or high-need households.

The emergency reserve should be tracked, protected, and replenished. It should not quietly disappear into
general distribution.



Basic operating model

Intake

Keep intake light. Collect only what is needed to match people with support.
Minimum intake fields:

* household contact name;

« preferred contact method;

« community or general location;

* number of people requesting support;

« adult, youth, and child clothing sizes;

* shoe sizes;

* priority category if applicable;

* consent to be contacted about pickup or delivery.

Avoid collecting sensitive details unless a funding source requires it. If eligibility documentation is needed, it
should be handled by the administrator under that program’s normal rules.

Privacy

Size, household, income, family, and hardship information should not be casually shared.
The privacy rule should be simple:

Collect the least information necessary, use it only for this program, and limit access to people
administering the distribution.

Staffing

A minimum pilot should have:

» one coordinator;

* one purchasing and inventory lead;

+ one distribution lead;

* two to four volunteers on distribution day;

+ one person responsible for receipts, final counts, and follow-up.

Without clear responsibility for inventory, receipts, and follow-up, the program will be hard to audit, hard to
repeat, and hard to improve.

Storage

Storage must be solved before purchasing.



Minimum storage needs:

+ dry indoor space;

* size sorting area;

* labeled bins or shelves;

* locked area for new items;
* basic inventory sheet;

* defect and return box;

* emergency reserve section.

Distribution

The first pilot should use one hub and limited delivery exceptions only if transportation is available.

A realistic distribution sequence:

. announce the size-and-need survey;

. close the survey by a fixed date;

. purchase standard size runs;

. receive and inspect inventory;

. sort items by household or size;

. hold one pickup or distribution day;

. arrange limited delivery for elders, disabled participants, or households without transportation if
capacity allows;

. hold back the emergency reserve;

9. review results before expanding.
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Funding and resource stacking

This proposal should not depend on one funding source. It should braid resources only where lawful,
eligible, and administratively possible.

Local or tribal supplement

A local supplement could cover gaps, emergency needs, families who do not fit other eligibility categories,
and items that need to move quickly.

BIA General Assistance coordination

BIA General Assistance may support essential needs such as food, clothing, shelter, and utilities for eligible
applicants. This does not mean a clothing pilot can automatically draw from General Assistance. It means
an administrator could explore whether eligible individuals or households may already have access to
support through the appropriate office.



Tribal TANF coordination

Tribal TANF programs may provide cash aid and supportive services to eligible Native families with children.
Any use for clothing support would need to fit the rules of the relevant Tribal TANF program.

Nonprofit and in-kind support

Some Native-serving nonprofits operate winter clothing, warmth, or basic-needs programs. They should be
treated as possible outreach targets only until they confirm service area, eligibility, current capacity, and
willingness to participate.

Do not publicly name an organization as a partner until it has agreed.

Bulk procurement

Basic clothing can often be purchased more efficiently through bulk or wholesale channels. Bulk purchasing
may work best for socks, hats, gloves, shirts, base layers, hoodies, school basics, and summer wear.

Bulk purchasing should not erase Native visibility. It should handle basic inventory, while Native vendors
and local makers can be included through vendor tables, cultural gear, voucher options, special events, or
community marketplace days where practical.

Ethical purchasing guardrails

If outside vendors are used, especially garment vendors, ethical procurement matters.
Vendor packets should request:

* W-9 or equivalent vendor documentation;

* seller's permit or business documentation where applicable;

* return and defect policy;

« written labor compliance statement;

* no unlawful piece-rate labor;

* clear shipping, defect, substitution, and size-run terms;

« documentation required by the purchasing entity’s normal procurement rules.

The program should not save money by pushing hidden labor harm downstream. A dignity-centered
clothing program should protect both the people receiving clothing and the people making it.

Budget options

These are planning estimates only. Final numbers require a size survey, vendor quotes, freight estimates,
staff capacity, benefit review, and confirmed partner commitments.



Option A: Minimum winter pilot

Serves approximately 75-100 people.

Estimated per-person kit: $90-$125

Estimated goods: $6,750-$12,500

Storage, fuel, labels, bins, printing, and distribution supplies: $1,500-$3,000
Contingency and replacement items: $1,500-$2,500

Estimated total: $9,750-$18,000

This is the best first version if the goal is to prove the model without overbuilding it.

Option B: Standard winter pilot

Serves approximately 200 people.

Estimated per-person kit: $90-$125

Estimated goods: $18,000-$25,000

Storage, fuel, distribution supplies, and limited delivery: $4,000-$7,000
Coordinator stipend or admin support: $3,000-$6,000

Contingency and emergency reserve: $3,000-$5,000

Estimated total: $28,000-$43,000

Option C: Full first-year model

Includes winter kits, summer kits, limited work or school clothing support, emergency reserve, and
community closet startup.

Estimated total: $60,000-$85,000+

This should not be the first launch unless there is already administrative ownership, storage, staff time, and
confirmed funding.



Metrics that matter

The program should not overburden families with paperwork. But it should track enough to know whether
it worked.

Useful metrics:

* number of people served;

* number of households served;

* number of children, elders, students, and workers served;

* coats, boots, socks, hats, gloves, thermals, and summer items distributed;
* number of emergency requests filled;

* number of remote households served;

* items held in emergency reserve;

« defects, returns, and replacement needs;

* total cost per person served;

+ share of spending with Native, local, or tribally aligned vendors;
+ one-question dignity check: “Did this meet your need?”

The dignity check should allow a yes or no answer and a short comment. The purpose is not to interrogate
people. The purpose is to learn whether the program actually helped.

Red flags

A pilot should slow down if any of these are true:

* no one is clearly responsible for receipts and inventory;

* storage is not secured before purchasing;

* partner organizations are being named before they agree;

« eligibility rules are unclear;

* the program is collecting more personal information than it needs;

+ donated items are not being screened;

* voucher rules are not written;

« delivery promises are being made without vehicles, fuel, drivers, or dates;

* the program launches too many tracks at once;

* public language makes the proposal sound official when it has not been adopted.

Minimum rules for a usable pilot

1. Start small enough to finish well.

2. Do not overpromise partners, funding, or delivery.
3. Solve storage before purchasing.

4. Use a fixed kit list for the first distribution.

5. Keep intake respectful and minimal.
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6. Hold back 10-15% of inventory for emergencies.
7. Screen donations before offering them to families.
8. Track receipts, inventory, defects, and remaining stock.
9. Use vouchers only after rules are written.
10. Review the first pilot before scaling.

First 30-day launch checklist

Week 1: Scope

+ Choose pilot size.

+ Choose season. Winter first is recommended.
+ Identify who would administer the pilot.

+ Confirm storage location.

+ Draft one-page intake and sizing form.

Week 2: Needs and purchasing

+ Collect size survey responses.

* Build size count.

* Request vendor quotes.

« Identify any potential nonprofit or in-kind support.
+ Decide whether donations will be accepted.

Week 3: Procurement and logistics

* Place order.

* Prepare bins, labels, pickup sheets, and inventory tracker.

+ Confirm distribution date and location.

« Identify delivery exceptions for elders, disabled participants, or households without transportation.

Week 4: Distribution and review

* Receive and inspect inventory.

* Sort by household or size.

+ Hold distribution.

* Log remaining inventory and emergency reserve.
* Record basic metrics.

* Review what worked before expanding.

Why this belongs in The Long Return
The Long Return is about memory, governance, Native thought, public life, and the work of repair. This

proposal belongs here because governance is not only theory. It is also whether people can live, work,
learn, travel, stay warm, endure heat, and meet ordinary needs without being pushed into crisis.
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A coat is not just a coat when winter is coming.
Boots are not just boots when someone is starting work.
School clothes are not just clothes when a child is trying to walk into a classroom with confidence.

Sun gear is not just gear when outdoor work, ceremonies, family events, fire season, and travel all happen
under heat.

This is what practical care looks like when it is organized before harm accumulates.

Warmth & Workwear is a small model. But small models matter. They show how a community can treat
dignity as infrastructure.

Free to adapt

This proposal is shared freely. Take what is useful. Change what needs to be changed. Use it as a council
concept note, a grant seed, a community conversation starter, a nonprofit outreach packet, or a practical
checklist.

The goal is not ownership of an idea.

The goal is that someone stays warm, someone starts work, someone goes to school prepared, someone
gets through heat safely, and fewer families have to face preventable hardship alone.

Source notes for publication

Before posting, link only to sources that support factual or operational claims. Suggested source categories:

* Pit River Tribe official site for homeland and 100-mile square description.

* Pit River Tribe Navigate Program page for rural geography and community distribution context.

* Bureau of Indian Affairs Financial Assistance / General Assistance.

+ California Department of Social Services Tribal TANF.

« California Division of Occupational Safety and Health Heat Iliness Prevention.

« California Department of Industrial Relations garment work and garment worker protection
guidance.

+ Verified nonprofit or vendor pages only after confirming service area and current availability.

Do not list any organization as a partner unless direct permission or written confirmation exists.

12



Version note: Warmth & Workwear v1.0 is a public-facing proposal intended to translate care, dignity, and
resilience into a usable pilot model. It is deliberately modest: start with one season, serve well, hold an
emergency reserve, learn from the pilot, and scale only when the structure can carry the work.
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