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Executive Summary 
 

Though regional collaborations aren’t new, the scope of this one is; this is a place where the high 
alpine municipalities and counties have come together to speak with one voice as they engage public 
land managers through a forward-looking resilience lens. The objective of this Roadmap is to 
preserve healthy public lands that sustain ecosystem services, a healthy economy, and human health 
and safety across Central San Juans High Alpine jurisdictions in Colorado through sustained 
collaboration with federal land agencies, recognizing that this is foundational to the resilience and 
economic health of the region.  

The Central San Juans High Alpine region consists of the high-alpine portions of Dolores, Hinsdale, 
San Juan, San Miguel, and Ouray counties and seven municipalities within those counties – Lake City, 
Mountain Village, Ouray, Rico, Ridgway, Silverton, and Telluride. The Central San Juans High Alpine 

region is geographically large. Travel between the jurisdictions that are members of the Regional 
Community Team (RCT) can take hours. Prior to COVID, geographic separation kept many of these 
jurisdictions from working closely together; the pandemic pushed them to develop new, virtual ways 
of working to solve common COVID challenges. As these new ways of working became more 
accepted and effective, the ability to work cross-jurisdictionally despite geographic separation 
increased. It was this environment that gave rise to the Central San Juans High Alpine five-county 
team.  

The RCT came together to address growing challenges resulting from growth and change in visitor 
use of public lands. The initial set of challenges the RCT is addressing include: 

• Lack of coordinated communications, which make it difficult for visitors to understand what 
is requested or expected of them; 

• Local emergency responders being stretched increasingly thin by increased demand; 

• Demands on public lands infrastructure outpacing availability, resulting in unwanted visitor 
behaviors and ecosystem degradation; and, 

• Lack of a regional platform for shared emergency communications and dissemination. 

In their Roadmap work, the RCT is therefore working across their 5-county region to coordinate 
communications and build new, easily accessible platforms for dissemination; to increase integration 
of emergency communications and explore new ways to push that information out to visitors and 
residents; and to better understand and start to address the imbalance in public lands infrastructure 
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supply and demand. The results of these initial activities will be used to engage public land managers 
to further build out collaborative efforts to steward public land usage, infrastructure, and staffing in 
ways that sustain livable communities and preserve the health of the natural environment. 

This collaborative has the potential to be not just of great benefit to the residents and visitors in the 
Central San Juans, but to also be a valuable resource for the land management agencies. 

 

Photo courtesy of Visit Telluride 
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Acknowledgments 
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“Roadmaps Program”) has been funded by the U.S. Economic Development Administration and 
administered by the Department of Local Affairs (DOLA) Colorado Resiliency Office in partnership 
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Background 
 

The COVID-19 pandemic caused one of the greatest disruptions of our lifetimes, requiring our 
communities to partner across jurisdictional boundaries to effectively respond to change and 
elevate community assets to solve shared problems. 

The Roadmaps Program has provided 16 Regional Community Teams in rural Colorado with the 
opportunity to work together through a two-year planning and implementation process to support 
diversifying and strengthening their economies while also building regional resiliency. The planning 
process has taken a holistic economic and community development approach, which has equipped 

communities to not only better recover from COVID, but also to be more resilient to future shocks 
and stressors. 

This Resiliency and Recovery Roadmap Plan documents the prioritized and regionally-aligned 
objectives, actionable strategies, and implementation plan of the Central San Juans High Alpine 
Regional Community Team (RCT). Additional information, including an archive of the other Regional 
Community Teams’ final Roadmaps, is available at: www.coresiliency.com/roadmap-program. 

The objective of this Roadmap is to preserve healthy public lands that sustain ecosystem services, a 
healthy economy, and human health and safety across Central San Juans High Alpine jurisdictions 
through sustained collaboration with federal land agencies, recognizing that this is foundational to 

the resilience and economic health of the region. The Central San Juans High Alpine region consists 
of the high-alpine portions of Dolores, Hinsdale, San Juan, San Miguel, and Ouray counties and seven 
municipalities within those counties – Lake City, Mountain Village, Ouray, Rico, Ridgway, Silverton 
and Telluride. The RCT, representing the region, applied for the Regional Resiliency and Recovery 
Roadmaps Program and will be responsible for implementing this Roadmap. 
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FIGURE 1:  

The Central San Juans High Alpine region (area within the dark red boundary) as defined by the 
Regional Community Team.  
An interactive version of the map is available at: https://dola-

online.maps.arcgis.com/apps/webappviewer/index.html?id=4c6e62c56a0a4344bcce46961694c769 
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Planning Process and Stakeholder Input 
 

The Central San Juans High Alpine counties and municipalities came together as a Regional 
Community Team (RCT) to develop new strategies for working with federal land managers to better 
manage public lands that the local economy relies on. By building ongoing relationships among 
themselves and with the US Forest Service and Bureau of Land Management, the RCT seeks to 
sustain livable communities around outdoor recreation amenities such as trails, facilities, and high 
use areas. 

The first phase of the process – “groundwork” – started in August 2021. The original consultants, 

Community Builders, facilitated three meetings in October 2021 with participants from all five 
counties (including five county commissioners), Regions 9 and 10 Economic Development District 
staff, and DOLA staff. These meetings produced a consensus around the following outcome:  

a plan to engage partners to create a collaborative approach to public land management and 

to support sustainable tourism, recreation, and hazard mitigation. 

The process created an initial set of steps by which to proceed. 

Phase 2 of the process – “planning” – started in November 2021 with the BDO/ISET team taking over 
as facilitators. In this phase, participants defined more clearly the geographic scope of collaboration, 
which is  shown in Figure 1, refined the team’s goals, and developed clear, actionable steps to 

achieve those goals. Participants met each month online through December 2022, and once face to 
face in May 2022. 

This process refined three areas of concern, and created a set of strategies and activities for each. 
While there was informal consultation with federal partners along the way, the consensus was to 
produce a collective vision and strategy first before approaching federal partners. Participants saw 
the value add of this work as developing a regional, unified voice with which to engage federal 
agencies. Thus, the formal engagement with these agencies began in September 2022, once the 
Roadmap Strategic Plan was produced and ready to share.  

This work is distinct from other efforts such as regional recreation planning. This Roadmap focuses 

on broader regional economic and environmental impacts of COVID and other shocks and stresses, 
and addresses them through a forward looking, long-term resilience lens. 

Data Analysis 

Recognizing that significant collaborative work was already occurring across the region, the RCT 
began with a review of existing initiatives. The goal was to both avoid duplication and identify 
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geographically narrower initiatives that could potentially be expanded to address the full region, in 
keeping with the state resilience criterion of “Harmonize with Existing Activity.” Secondarily, it 
helped clarify who, among the RCT, was engaged where and who they knew within the federal land 
management agencies. Participants identified 35 different ongoing activities with potential for 
collaboration across jurisdictions. Each one was coded for jurisdiction and the main sectors 

addressed, as identified by participants during the initial consultation process from September-
November 2021: Outdoor Recreation/Sustainable Tourism, Natural Resource Management, or 
Hazard Mitigation. Of these 35 initiatives, eight were led by federal agencies, nine by state agencies, 
four by counties, six by municipalities, and one by a conservation district. 

The review also included a Past Program and Funding Summary for the EDA Roadmap to Recovery 
and Resiliency program in Regions 9 and 10, produced by the Colorado Office of Economic 
Development and International Trade (OEDIT), which listed past OEDIT technical assistance 
programming and funding in the five counties.  

In addition, reports related to economic and hazard mitigation planning were reviewed to ensure 

that knowledge and findings from prior studies were incorporated into the Resiliency and Recovery 
Roadmap.  

Using demographic data available through the State, the RCT verified that the two top economic 
drivers in the region were tourism and retirees.1 RCT members noted that tourists and retirees come 

 

1 This is true for all counties except for Dolores. However, in Dolores County, the majority of agricultural land is 

located outside the boundaries of this collaboration, as shown in Figure 1. Photo: Rico, Colorado  
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to the area for the numerous outdoor recreation amenities, which supports direct and indirect 
employment and income in the region.  

COVID negatively impacted the accommodation and food sectors, increased public lands visitation, 
and caused an influx of COVID migrants, driving up housing prices. At the same time, the size of the 
entire labor force in Regions 9 and 10 declined as a whole during this period (Figure 2). The Regional 
Data & Assessments Packets suggests that “a factor contributing to the decreased working age 

population can be attributed to young adults leaving the area for higher wage positions in metro 
areas. Another factor in the decrease in the labor force is the aging out of many as they retire as well 
as a potential influx of retirees.”2 This has left the region struggling with increased usage but without 
the staff to address that increase in usage. 

 

2 Regional Data & Assessments Packet: Region 9.5 Regional Team, State Demography Office, Rural Opportunity 

Office and Colorado Resilience Office.  

FIGURE 2.  

Monthly labor force in regions 9 & 10, July 2020 through June 2021.  
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Equity, Diversity, Inclusion 

As the RCT creates opportunities for the region, the team wants to prioritize strategies that render 
these opportunities accessible to diverse communities who live, work, and recreate here now and in 
the future. The RCT conducted some initial analysis and discussion addressing EDI, but more work is 
needed. In particular, the RCT notes that while economic and other inequities, including COVID 
impacts, often run along racial lines, they also run along other demographic lines depending on the 
outcomes and opportunities under examination. In addition to people of color, other demographic 
communities that might be engaged to support EDI outcomes pertinent to the RCT’s work include 

youth, elderly, disabled, English as a second language, low income, and/or those that are not fully 
housed or face challenges with housing affordability. 

Initial analysis showed that Latino communities are present throughout the region (Table 1) and 

comprise about 10% of the population in the five counties participating in the RCT. Another 5% of 
the population is other people of color. The percentage of Latinos and other people of color is higher 
in the surrounding counties of Montrose, La Plata and Montezuma at about 22%. RCT members 
talked with the Western Colorado Latino Chamber of Commerce based outside the region in Grand 
Junction to better understand opportunities to engage with the Latino community, both as a 
workforce and as potential visitors to the region. The RCT also discussed recent efforts to reach 
Latino communities in the region; for COVID vaccination, for example, the most successful strategy 
was to actively identify individuals and go to those communities (as opposed to expecting them to 
join meetings), engage these communities via trusted sources, and be prepared to engage Spanish 

speakers in their language.  
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County Population White 
Alone 

Hispanic or 
Latino of any 

race 

two or 
more 
races 

American 
Indian 
Alone 

Black or African 
American Alone 

all other 
races 

San Miguel 8072 84% 11% 3% 0.0% 0.2% 2% 

Ouray 4874 88% 6% 4% 0.3% 0.0% 2% 

Dolores 2326 84% 8% 6% 2% 0% 1% 

Hinsdale 788 88% 4% 5% 0% 1% 2% 

San Juan 705 82% 13% 4% 0% 0% 1% 

 

 

As the RCT identifies ways to implement initial strategies outlined in the Roadmap, more work will be 
conducted to identify who needs to be engaged to make work products relevant and accessible to 
the diverse communities who live, work, and recreate in the region. Appropriate engagement 

strategies that support effective initiatives and build healthy partnerships and relationships will be 
identified. This may begin with community based organizations, other institutions that have close ties 
to these communities, and/or directly with community members at large. Until broader participation 
is obtained, the RCT abides by the philosophy “Nothing about us without us”. This means that this 
group will not assume that the strategies meet the needs of underrepresented communities until 
they are at the table or provide feedback.   

Federally Recognized Tribes 

There are 48 federally recognized Tribes with historic ties to Colorado who continue to call Colorado 
home. The Ute Mountain Ute Tribe and Southern Ute Indian Tribe have reservation lands in 

TABLE 1.  

Total population for each of the five counties engaged in the Central San Juans High Alpine Roadmap 
planning process, and demographic breakdown of that population. Note, however, that only San 
Juan county is fully contained within the Central San Juans High Alpine region; for the other four 
counties, only a portion of the population is included in the study area, and that portion is generally 
whiter than the county as a whole. 
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Southwest Colorado - the Ute Mountain Ute Tribe (UMUT) is headquartered in Towaoc and the 
Southern Ute Indian Tribe (SUIT) is headquartered in Ignacio. The UMUT also has reservation lands in 
Utah and New Mexico. Additionally, there are over 200 Tribal Nations represented in the American 
Indian/Alaska Native communities along the front range. Fort Lewis College, located in Durango, 
Colorado has 25% of their student population identified as American Indian/Alaska Native and 

provides free tuition to enrolled Tribal members. 

Tribes are the original inhabitants and stewards of the land we now call Colorado and the Ute 
Mountain Ute Tribe and Southern Ute Indian Tribe are the State’s oldest, most continuous residents. 
In recent years, there have been additional efforts to co-manage public lands with Tribes at Federal, 
State, and local levels. Recently, the Department of the Interior announced new guidance to federal 
agencies around ways to strengthen partnerships with Tribes around public land management 
projects. The State of Colorado consults with Tribes across a spectrum of its functions including land 
management, outdoor recreation, state naming boards, and the Native American Graves and 
Repatriation Act (NAGPRA). Locally, San Miguel County is engaged in a Reconciliation Process with 

the Ute people and is actively working to consult directly with Tribal leadership on natural resource 
and public lands issues.  
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Much of the Central San Juans High Alpine region was Ute lands until the late 1800s. In 1873, the 
confederated bands of Utes ceded a large portion of their 1868 reservation to the Federal 
government under the “Brunot Agreement” treaty. Included within this agreement was a provision 
reserving the hunting and fishing rights of the Utes. The Brunot Area subject to this treaty covers 
much of the Central San Juans High Alpine Region (Figure 4). In 2008, the State of Colorado and 
Southern Ute Indian Tribe entered into a Memorandum of Understanding (MOU) enabling the Tribe 

to exercise its hunting and fishing rights within the Brunot Area. The MOU also expresses the intent 
of both governments to work collaboratively around conservation activities in the area. In 2013, the 
State of Colorado and the Ute Mountain Ute Tribe entered a similar agreement.  

The RCT recognizes the Ute Mountain Ute Tribe and Southern Ute Indian Tribe as users and rights-
holders in the region. As the Central San Juans High Alpine Team moves forward with current and 
future initiatives, it will be important to consider the cultural importance of land to the Tribes, as well 
as the legal implications of Tribal sovereignty to land management activities in the region. And, in 

FIGURE 4.  

Area of the Brunot Agreement.  
(Southern Ute Indian Tribe Division of Wildlife Resource Management 2021-2022 regulations for hunting and fishing under the agreement 

are available at https://www.southernute-nsn.gov/wp-content/uploads/sites/15/2021/05/Brunot-Proc-2021-22.pdf) 
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light of this, it will be important to conduct meaningful Tribal engagement and, as necessary, Tribal 
consultation. 

In regards to initiatives that fall within the jurisdiction of the RCT, the team will identify the best way 
to conduct outreach to Tribes to determine their desired level of engagement. As needed, the RCT 
can draw upon relevant, available resources such as the Colorado Commission of Indian Affairs. The 

RCT itself has some established channels of communication with the Tribes, particularly through 
Region 9 Economic Development District of Southwest Colorado. The Ute Mountain Ute and 
Southern Ute Indian Tribes have representatives serving on the Region 9 Board of Directors and have 
a developed relationship. Region 9 is willing to serve as a point of contact, inform the Tribes that this 
collaborative work is happening, and invite the Tribes to engage in collaborative work based on their 
interest. 

Stakeholder engagement 

Stakeholder input consisted of monthly meetings of participants, and individual consultations in 
between meetings. Participants included elected officials and staff from all counties and most of the 

municipalities in the high alpine region, staff from DOLA and OEDIT, and representatives from several 
nonprofit organizations. 

These meetings were complemented with interviews conducted to further understand the equity 
issues at play in the region and how best to address them in the Roadmap.  

 

Photo: Silverton, Colorado 
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Community Resilience Assessment 
 

The Challenge 

The majority of the land in the Central San Juans High Alpine region is owned and managed by the 
Federal Government or State entities, and management of that land is not centralized. Federal lands 
are spread across six different National Forest Ranger Districts (Mancos/Dolores, Norwood, Ouray, 
Gunnison, Divide, and Columbine), three different National Forests (San Juan, Rio Grande & the 
GMUG - Grand Mesa/Uncompahgre, and Gunnison), and the Gunnison Field Office of the Bureau of 
Land Management (BLM) District Office. Currently, in working with the federal land managers, 
counties and local municipalities must work with multiple entities. There is no central coordination 

across the region.  

This fragmentation was less problematic when there were relatively few visitors to the San Juans, 
and those who did come came primarily for one activity in one location. However, tourism has been 
steadily growing, and saw an enormous surge beginning June 2020 as a result of COVID. Demand, 
coupled with increased mobility of tourists across the regions, many traveling across multiple 
jurisdictions in a day, is resulting in growing challenges.  

This is particularly true for counties that are part of the Alpine Loop (Hinsdale, Ouray, and San Juan). 
The Alpine Loop is an approximately 65 mile, high alpine, remote, 4-wheel drive road/trail system 
that connects Ouray, Silverton, and Lake City. The Loop is without cell phone or wifi coverage and 

traverses extreme terrain. Visitor use of the Alpine Loop has grown exponentially over the past 
decade, creating unprecedented demand for emergency services and emergency communications. 
After a sustained effort spanning more than five years, the Alpine Loop counties all passed the same 
ordinance regulating OHV use, and successfully advocated for changed state law consistent with this 
common approach. Coordinated dissemination of this information, however, coupled with further 
alignment of visitor regulations and communications, is still needed. 

As a result of growth and change in visitor use of public lands, the region now faces the following 
challenges: 

• Each jurisdiction (federal, state, county, and local) still communicates regulations, 
recommendations, and requests regarding visitor behavior on public lands their own way 
through their own channels, making it difficult for visitors to understand what is requested or 
expected of them, and where regulations or boundaries change. 

• Local emergency responders are being stretched increasingly thin as people attempt to 
access areas for which they lack the skill or understanding to safely navigate.  
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• Demand has outpaced availability – for trailhead access, parking, bathrooms, and camping. 
Excess demand is now leading to unwanted visitor behaviors that are increasing risks to 
water quality and wildfire and negatively impacting ecosystem health and wildlife habitat. 

• Emergency communications are fragmented by jurisdiction, requiring emergency managers 
to subscribe to multiple platforms in order to communicate between jurisdictions and with 
visitors who travel across jurisdictions.  

• The region currently lacks a system for pushing out regionally relevant emergency 
communications to residents and visitors. Individual jurisdictions have systems, but tourists 
are not necessarily reached by them. 

Because visitor usage of the high alpine is regional, solutions need to be informed by local needs, 
calibrated regionally, and ultimately addressed both locally and regionally. This is why the Central San 
Juans High Alpine Community Team has come together - to begin laying the foundation for the 
collaborative work required to fully address new and growing problems with common approaches.  

The Opportunity 

Even as COVID presented challenges to the RCT, it provided it with opportunity. The Central San 
Juans High Alpine region is geographically large. Travel between the municipalities that are members 
of the RCT can take hours, and prior to COVID, geographic separation kept many of these 
jurisdictions from working closely together. The pandemic threw them together, on-line, in virtual 
meetings, to solve common problems. As it became more acceptable to work on-line from home, the 
ability to work cross-jurisdictionally despite geographic separation increased. It was this environment 
that gave rise to the Central San Juans High Alpine five-county team. Though regional collaborations 
aren’t new, the scope of this one is. This collaborative has the potential to be not just of great benefit 
to the residents and visitors in the Central San Juans, but to also be a valuable resource for the land 

management agencies because this is a place where the high alpine municipalities and counties have 
come together to speak with one voice. 
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Regional Goals 
 

The goal of the Central San Juans High Alpine community roadmap team is: 

To preserve healthy public lands that sustain ecosystem services, a healthy economy, and 

human health and safety across Central San Juans High Alpine jurisdictions through sustained 

collaboration with federal land agencies. 

The RCT has identified four objectives they are pursuing to achieve this goal: 

● Increase the consistency of messaging to public lands users across the entire Central San 
Juans High Alpine region. 

● Improve, upgrade, and maintain infrastructure pertaining to public lands use. 

● Strengthen emergency and hazard mitigation communication across the entire Central San 
Juans High Alpine region. 

● Increase collaboration, now and into the future, among public land managers and state, 
county, and municipal entities within the Central San Juans High Alpine region. 

Photo: Rico, Colorado 
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Strategies, Actions, and their Implementation 
 

This section lays out the following:  

• Four strategy areas identified by the RCT 

• Short- to mid-term actions initiated,  

• Quick-reference implementation matrices for each strategy with; 

○ Actions required to implement the Roadmap strategies, 

○ Project Lead, Supporting Stakeholders, Resources (available and/or needed), Baseline 
Metrics or Progress,  

○ Timeline (short/medium/long) for each Action. 

While implementation always requires many nuanced steps, these actions are the framework the 
RCT will use to enact the Roadmap strategies. The matrices are provided to enable the team to 

review at-a-glance the high level steps for each strategy. The metric or progress column holds 
suggestions for what to track to report on progress–these are outputs from actions. As these 
strategies form a menu of options, prioritization for implementation will vary based on local input.  

Recommended metrics for overall tracking of outcomes include: 

• Continued collaboration across and within the Central San Juans High Alpine region; 

• Continued progress toward achieving the goals outlined here; 

• Seeing the what success looks like milestones outlined under each strategy met; 

• The RCT developing new objectives as these objectives are achieved;  

• The cross-region collaboration needed to increasingly speak with one voice and achieve 
growing access to and collaboration with federal land managers.  

In the tables below, ‘Lead’ is the person, organization or jurisdiction that has currently stepped 

forward to lead the process. Full names and affiliations of those involved can be found in Appendix A. 
‘Timeline’ is indicated as short-, medium-, and long-term; the associated timeframes are defined as: 

• Short-term = between now and end of Summer 2023 

• Medium-term = Fall 2023 to Fall 2024 

• Long-term = beyond Fall 2024 
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Strategy Areas 

1. Increased consistency of messaging to public lands users 

Problem statement: Tourists visiting the region are attracted by public lands. Those visitors do not 
necessarily understand that the areas they are recreating in comprise multiple jurisdictions, and each 
jurisdiction communicates their regulations, recommendations, and requests regarding visitor 

behavior in different ways through different channels. Lacking consistency, it is difficult for visitors to 
understand what is requested or expected of them. This in turn leads to ‘poor’ visitor behavior, 
degradation of public lands and waters, impacts to wildlife, and/or poses risks to visitors as they 
attempt to access areas for which they lack the skill or understanding to safely navigate. Jurisdictions 
within the region experience this increased risk as an unsustainably growing demand on first 
responders. 

Objective: Improve protection of human health, safety, and public lands by increasing the 
consistency of messaging to public lands users across the entire Central San Juans High Alpine region. 

Strategy 1: Create the internal structure needed to support the alignment of communications about 
safe, respectful land use. 

Strategy 2: Create consistent, effective messaging and disseminate to the public about use rules, 
regulations, safety, and hazards through appropriate methods. 

Success looks like: 

a. A strong steering committee takes on the task of coordinating public land user 
communications regionally (short-term). 

b. Alpineloop.info becomes the regional one-stop information source for both tourists 
(recreation guidelines, maps, etc.) and local residents (transportation and hazards 

communication) (short- to medium-term). 

c. Improved, more consistent signage is put in place across the region (medium-term). 

d. Visitor behavior improves (medium- to long-term). 

e. Decrease in search and rescue calls, per user, (medium- to long-term), indicating that 
lower-skill visitors are being directed away from high-skills areas and instead are 
accessing opportunities more suited to their abilities. 
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Strategy 1: Create the internal structure needed to support the alignment of 
communications about safe, respectful land use. 

Action Lead Supporting 

Stakeholders 

Resources Baseline 

metric or 

progress 

Timeline 

1. Define the 
Communications 
committee’s purpose 
and scope of work and 
identify and engage the 
people who should be 
involved 

Trish, 
Hilary, 
Kristie 

county PIOs None DONE; 
diverse 

committee 
convened 

Short 

2. Create a 1-pager 
communicating the 
purpose and scope of 
the committee and 
initiative 

Region 
10 

Comm
s 

comm
ittee 

None DONE; 
1-pager 

here 

Short 

3. Counties commit to 
funding to support 
collaboration on 
communications 

Kristie, 
Hilary 

5 counties $1000 per 
county per year 

Funding is 
committed 

Short 

4. Counties develop and 
sign MOU committing to 
3 years of collaboration 
on communications 

Kristie, 
Hilary 

5 counties None MOU is 
signed 

Short to 
Medium 
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Strategy 2: Create consistent, effective messaging and disseminate to the public about 
use rules, regulations, safety and hazards through appropriate methods. 

Action Lead Supporting 

Stakeholders 

Resources Baseline metric 

or progress 

Timeline 

1. Build content & 
identify the 
messages for 
the alpineloop.info 
website; build & 
launch website. 

Kate 
Hopson 

Comms 
committee 

Funding 
from 

counties 

Website goes 
live 

Short 

 

2. Outreach to UMU 
and SUI Tribes about 
website, website 
content.  

Region 9 Comms 
committee 

to notify 
when ready 

None provide draft Medium 

3. Refine existing map 
and rules and 
regulations language 
that Hilary and 
others have been 
working on. Run it 
past Federal land 
managers for their 
input. 

Hilary, 
Kate, 
Tom 

Comms 
committee, 

Federal 
land 

managers 

None Map and rules 
and regs 
language 
posted to 
website. 

Federal land 
managers ok 
with map and 

language 

Short to 
medium 

4. Create a summary of 
land use signage and 
communications that 
are not aligned / 
consistent across the 
Central San Juans 
High Alpine Region 

Comms 
committe

e 

RCT TBD, 
maybe a 
summer 
intern to 
support? 

Comms 
committee 
and R9.5 

community 
team have 
clarity on 

needs/gaps in 
signage and 

comms 

Medium 
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5. Replace signage as 
needed to make it 
consistent across 
region 

Infrastruc
ture 

committe
e 

Counties, 
Federal 

land 
managers 

TBD Improved, 
more 

consistent 
signage 

Medium 

6. Address other key 
gaps identified in 
step 3 as needed and 
prioritized 

Comms 
committe

e 

RCT TBD Improved, 
more 

consistent 
regional 

communicatio
ns 

Medium 

7. Assess results, 
including user survey 
to determine if key 
constituencies are 
being reached, if 
additional language 
support or different 
messaging is needed, 
etc. 

Comms 
committe

e 

RCT  Visitor 
behavior 
improves 

Search and 
rescue calls 
are reduced 

Medium 
to long 
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2. Improve, upgrade and maintain infrastructure pertaining to public lands use 

Problem statement: The year-on-year increase in tourism and public land use has put increasing 
strain on existing public lands infrastructure. Demand has outpaced availability – for trailhead access, 
parking, bathrooms, and camping. Excess demand is now leading to unwanted visitor behaviors that 
are increasing risks to water quality, increasing risk of wildfire, and negatively impacting ecosystem 
health. 

Objective: Promote protection of public lands by improving, upgrading, and maintaining 
infrastructure (including both physical infrastructure (signage, communications plans, maintenance 
plans, etc.) as well as supportive infrastructure (the human element: public land managers, 
ambassadors & nonprofit support programs, enforcement, visitor centers, permitted 
guides/outfitters, etc.)). 

Strategy 3: Conduct a socio-environmental study to evaluate public lands use including trails and 
facilities, collect data on negative impacts, the carrying capacity of different locations, travel data, 
and recommend solutions. 

Strategy 4: Develop strategies for addressing priority gaps and needs identified in Strategy 3, 
including: 

a. Engage federal land managers and the State around infrastructure gaps. 

b. Work with Communications committee, San Juan Mountains Association (SJMA), and other 
stakeholders to redistribute visitor use to better utilize existing infrastructure and reduce 
negative impacts to public lands. 

Success looks like: 

a. Clarity regarding the strengths and needs relative to current public land use and 
available public lands infrastructure (short- to medium-term). 

b. Clear recommendations regarding how to redirect public land use and how to 
enhance infrastructure to meet demand. (medium-term) 

c. Visitor usage is redistributed to make better use of available infrastructure and 
reduce pressure on over-loved areas (medium- to long-term). 

d. Key gaps in infrastructure are addressed (long-term). 

e. Federal and state partners work with the region to address staffing and infrastructure 
needs and maintenance (long-term).  
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Strategy 3: Conduct a socio-environmental study to evaluate trail and camping use and 
collect data on negative impacts, the carrying capacity of different locations, travel data 
and recommend solutions. 

Action Lead Supporting 

Stakeholders 

Resources Baseline metric 

or progress 

Timeline 

1. Identify grant 
opportunity, write 
and submit a grant 
proposal to conduct 
the study 

MSI, 
SJMA 

RCT None Grant 
proposal 

submitted 
Sept 2022. 

Funding not 
received; 

resubmitted 
Dec 2022 

Short 

2. Grant awarded 
and/or other funding 
identified and 
applied for. 

TBD  None Grant 
awarded 

Short 

3. Conduct study  MSI, 
SJMA 

RCT Grant proposal 
funding 

MSI and 
SJMA 

staffing 

Final study 
report shared 

Short to 
medium 

4. Results, identify 
opportunities to 
redirect public land 
use and how to 
enhance 
infrastructure to 
meet demand 

RCT Comms 
committee 

None Priority action 
list developed 

Short to 
medium 
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5. Results and priority 
actions on how to 
enhance 
infrastructure to 
meet demand are 
shared with public 
land managers and 
state 

RCT State, 
Federal 
lands 

managers 

None Central 
meeting 

/series of bi-
lateral calls 
conducted 

with relevant 
external 

stakeholders 

Medium 

6. Results and priority 
actions on how to 
redirect public land 
use are used to 
develop a visitor 
usage redistribution 
plan 

RCT Comms 
committee, 

SJMA 

None Plan for 
coordinated 
visitor usage 

redistribution 
available 

Medium 

 

  



Strategies, Actions, and their Implementation 

CENTRAL SAN JUANS HIGH ALPINE RESILIENCY AND RECOVERY ROADMAP PLAN| 26 

Strategy 4: Develop strategies for addressing priority gaps and needs identified in socio-
environmental use study (Strategy 3). 

Action Lead Supporting 

Stakeholders 

Resources Baseline metric 

or progress 

Timeline 

1. Identify “Leads” for 
each priority activity 
identified in Strategy 
3 step 4 

RCT State, 
Federal 
lands 

managers 

None “Leads” step 
up for each 
priority and 
assemble a 

team to work 
with them 

Medium 

2. Each Lead develops a 
strategy matrix like 
this for their activity. 
EDI considerations 
are actively 
incorporated. 

TBD RCT None New set of 
strategy 
matrices 

developed, 
one for each 

action 

Medium 

3. Action on new 
strategies begins. 
EDI actions are 
actively 
incorporated. 

TBD RCT None  Medium 
to Long 

4. Actions are assessed 
relative to success 
metrics and EDI 
considerations. 

TBD RCT None  Medium 
to Long 

 

  



Strategies, Actions, and their Implementation 

CENTRAL SAN JUANS HIGH ALPINE RESILIENCY AND RECOVERY ROADMAP PLAN| 27 

3. Strengthen emergency and hazard mitigation communication 

Problem statement: Emergency and hazard mitigations communications are currently fragmented 
across the Central San Juans High Alpine region. There are multiple different groups communicating 
well together, but not communicating as well across groups; this is exacerbated by the use of 
multiple different IT platforms for communication. As a result, pertinent information is not always 
received, or received in a timely fashion, by those who need it, increasing the potential for 

emergencies and/or natural hazard events to negatively impact residents and tourists. 

Objective: Build resilience of human health, safety, and public lands to top hazards by strengthening 
emergency and hazard mitigation communications. 

Strategy 5: Strengthen the internal and external structures needed to support the alignment and 
sharing of hazard-related information across the Central San Juans High Alpine region. 

Success looks like: 

a. A diverse committee comes together to actively engage on Central San Juans High 
Alpine regional emergency and hazard mitigation communications issues (short-

term). 

b. Emergency managers and key stakeholders from all five high alpine counties are 
better connected via shared IT platforms (short-term). 

c. Up-to-date hazard communications for the High Alpine Region are available on the 
AlpineLoop.info website (short- to medium-term). 

d. Federal partners increase their engagement and communication with the RCT 
emergency and hazard mitigation communications sub-committee (medium- to long-
term) 

e. The region adopts a common platform for pushing out hazard and emergency 

notifications to residents and visitors (medium- to long-term). 
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Strategy 5: Strengthen the internal and external structures needed to support the 
alignment and sharing of hazard-related information across the Central San Juans High 
Alpine region. 

Action Lead Supporting 

Stakeholders 

Resources Baseline metric 

or progress 

Timeline 

1. Define the 
Emergency & 
Hazard Mitigation 
Communications 
Committee’s 
purpose and scope 
of work and 
identify and 
engage the people 
who should be on 
the Committee 

Trish, 
Laura, 
Keith 

RCT None diverse E&H 
committee 
convened 

 

Short 

2. Decide on a 
strategy or 
strategies for 
strengthening 
shared Central San 
Juans High Alpine 
emergency comms 

Sub-
committee 

Current 
southwest-

wide 
emergency 

managemen
t network? 
North=side 

Genasys 
network? 

None Strategy(ies) 
decided 

Short 

3. Engage 
users/members 

Sub-
committee 

Communicat
ions sub-

committee 

None Targeted users 
participating 

High alpine 
emergency 
and hazards 

communicatio
ns 

strengthened 

Medium 
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4. Identify and invite 
Forest Service and 
BLM PIOs to 
participate 

Sub-
committee 

 None Improved 
communicatio
n with FS and 

BLM PIOs 

Medium 
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4. Increase collaboration across the region 

Problem statement: The Central San Juans High Alpine counties and municipalities have connected 
economies that depend heavily on Federally managed public lands that comprise the majority of the 
region. The Regional Community Team has come together to identify common areas of interest 
where the various jurisdictions in the region can come together to communicate, with one voice, 
with public land managers, thereby streamlining asks and strengthening communication beyond the 

period covered by this state funding.  

Objective: Build the organizational capacity for sustainable collaboration among public land 
managers and state, county, and municipal agencies within the Central San Juans High Alpine region. 

Strategy 6: Develop and sign agreements between counties, the State, and/or federal land managers 
as needed to create continued commitment to collaboration on issues concerning public lands. 

Success looks like: 

a. New Central San Juans High Alpine county commissioners, mayors, and other key 
stakeholders commit to continuing the collaborative work of their predecessors 

(medium- to long-term). 

b. The Central San Juans High Alpine community team is increasingly seen as the go-to 
body for regional coordination regarding public lands (medium- to long-term). 

c. Federal land management partners increasingly work with and through the Central 
San Juans High Alpine Regional Community Team to establish coordinated 
communication, including emergency and hazard communication, and to install, 
upgrade and maintain infrastructure on public lands (medium- to long-term). 
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Strategy 6: Develop and sign agreements between counties, the State, and/or federal 
land managers as needed to create continued commitment to collaboration on issues 
concerning public lands. 

Action Lead Supporting 

Stakeholders 

Resources Baseline metric 

or progress 

Timeline 

1. Decide on 
type/scope of 
agreements 
needed 

RCT County 
commission
ers  

None Clarity on 
agreements 
needed and 
stakeholders, 
including area 
tribes, to 
involve 

Medium 

2. Agreement 
language is drafted 
and circulated for 
comment 

TBD TBD None Draft 
agreement is 
available for 
review 

Medium 

3. Agreement signed County 
commissio
ners 

TBD None Agreement 
signed 

Medium
- to long 
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Appendix A: Partners 
 

Regional Community Team Members 

Austin Lashley, County Commissioner, San Juan County  

Ben Tisdale, County Commissioner, Ouray County 

Beth Kremer, Economic Diversification & Resiliency Coordinator, San Juan Development Association 

Chauncey McCarthy, Town of Rico Administrator 

Courtney Rodwell, Program Assistance, Region 10 

DeAnne Gallegos, Executive Director, San Juan Chamber & PIO 

DeLanie Young, Mayor, Telluride 

Ethan Funk, Mayor, City of Ouray 

Gus Westerman, Director, Dolores County Colorado State University Extension 

Heather Otter, Economic Development Project Manager, Region 9 

Henry Woods, Town Council, Town of Lake City 

Hilary Cooper, County Commissioner, San Miguel County 

Jake Kurzweil, Associate Director, Mountain Studies Institute 

Jennifer Peterson, Public Information Officer, Ouray County Sheriff's Office 

John Clark, Mayor, Town of Ridgway 

Kailey Rhoten, Tourism and Destination Marketing Director, City of Ouray 

Kate Hopson, Director, Lake CIty/Hinsdale County Chamber 

Keith Keesling, Emergency Manager, Dolores County 

Kiera Skinner, Executive Director, Telluride Tourism Board 

Kristie Borchers, County Commissioner, Hinsdale County 

Laura Lewis Marchino, Executive Director, Region 9 

Marcie Demmy Bidwell, Executive Director, Mountain Studies Institute 

Margret Daves, Administrator, Dolores County 

Michelle Haynes, Executive Director, Region 10 

Mike Bordogna, County Manager, San Miguel County 

Mike Wight, Stewardship Director, San Juan Mountain Association 

Nicholas Walendziak, Crux Environmental LLC 

Preston Neill, Town Manager, Town of Ridgway 

Scott Robson, Town Manager, Telluride  

Silas Clark, City Administrator, City of Ouray 
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Stephanie Weber, Executive Director, San Juan Mountain Association 

Steve Garchar, County Commissioner, Dolores County 

Tom Watkinson, Director of Communications, Visit Telluride 

Trish Thibodo, Deputy Director, Region 10 

Zoe Dohnal, Deputy Town Manager, Telluride 

 

State Partnership Team 

Bryce Jones, OEDIT 

Hilary Lewkowitz, OEDIT Colorado Tourism Office 

Karen Wainscott, OEDIT 

Kat Papenbrock, OEDIT 

Kate Guibert, DOLA 

Morgan Ferris, DOLA CRO 

Patrick Rondinelli, DOLA RM 

 

BDO/ISET Consulting Team 

Chelsea Valdex-Gutierrez, BDO 

Chris Allan, ISET-International 

Corey Eide, BDO 

Karen MacClune, ISET-International 

Nic Nunn-Faron, BDO 


