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Meeting Goals:

e What does landscape resilience look like?
¢ Are we making progress towards it? What gaps exist in helping us get there?

e How does collaborating across boundaries make us more resilient?

MEETING NOTES

Centering in Place: Welcome to Espafiola Governor James Naranjo of Santa Clara Pueblo

e Our life and work today is possible because of the ancestors who stewarded this place.

e ltis ourresponsibility to think holistically for the benefit of the life that comes after us, and to
support the Earth as she recovers from the severe fire and floods.

What is the 2-3-2? What is the 2-3-2’s role in the landscape? Lily Bruce, Forest Stewards Guild

e The 2-3-2 Partnership is “an intersection where ideas, identities, actions, and purpose meet”

e Vision: Working collaboratively across all lands, agencies, and organizations, the 2-3-2 Partnership
will coordinate efforts to reestablish natural fire regimes, promote resilient landscapes that
protect and improve water and other natural resources for humans, wildlife, and plants, and
support the economic and cultural resilience of communities within and connected to the 2-3-2
landscape.

e The 2-3-2’s goals include:

o Improving watershed function

o Reducing the risk of wildfire

o Supporting diverse communities

o Expanding workforce and wood utilization

¢ The Rio Chama Collaborative Forest Landscape Restoration Project (Rio Chama CFLRP) provides a
foundation for the Partnership’s work, bringing significant federal investment to the landscape
and attracting further federal, state, and private investment.

e Partners work across all ownerships — federal, state, tribal, and private — covering a diverse
landscape.

State of the 2-3-2: Committee and Partner Updates

e ESS Valuation — Jeff Odefy: update on ecosystem services valuation work and how it is being
integrated into partnership communications and planning

¢ Biomass Utilization — Gabe Kohler: update on the Biomass Utilization Subcommittee, including
the upcoming Wood Innovations grant program and feedstock forecasting in the 2-3-2 landscape

e Strategic Communications — Apple Snider: update on the Strategic Communications Working
Group, which emerged from the September 2024 meeting; the group is refining messaging
strategies around WHO the 2-3-2 is communicating with, WHAT they care about, and HOW to
reach them



e Contractor Workshop — Jeremy Marshall: update on efforts to connect local contractors with
federal opportunities

¢ Santa Fe Indian School — Student update on the school’s seedling project in partnership with
Santa Claran Pueblo Forestry.

e Rock Creek Vignette — Jan-Willem Jansen: Ecotone developed a vignette to capture the story and
impact of a project in Rock Creek on the Santa Fe National Forest; this model can document other
projects across the landscape

e CFLRP Report Highlights — Zack Parsons: highlights from the Rio Chama CFLRP annual report,
including treatment accomplishments and partnership milestones

e RATS Overview — Julia Ledford: overview of the Restoration Activity Tracking System, its potential
uses in the 2-3-2, and questions about adoption and integration

¢ Blanco Basin Fuelbreak — Sarah DeMay and Josh Peck on a collaboratively planned fuel break in
Archuleta County that crosses two private ranches and NFS lands.

¢ Juan Bautista Valdez Land Grant — Melissa-Rozanne Velasquez on community-level pathways to
fire resilience.

e Brazos Firewise Community — Kurt Schumacher on Brazos Firewise community designation and
wildfire preparedness efforts

e Wildfire Adapted Partnership — Bill Trimarco on the critical role that fire-adapted communities
play in landscape-level fire resilience

¢ Rio Grande Headwaters Land Trust — Joceyln Catterson on RiGHT’s collaborative work with the
Colorado State Forest Service to promote private land stewardship across the northwest
guadrant of the 2-3-2 landscape in the San Luis Valley

¢ Chama Peak Land Alliance — Caleb Stotts on CPLA’s cross-boundary forest and watershed health
work in southern Colorado and northern New Mexico, including private land thinning and
prescribed fire treatments in the Navajo and Blanco basins

A great deal of impactful work is being done across the landscape. We are especially honored to have the
students from the Santa Fe Indian School join us to share about their work planting and caring for
seedlings; the next generation of stewards caring for the next generation of trees. Also, Ecotone has
developed a vignette to capture the story of a project in Rock Creek on the Santa Fe National Forest — this
model can be used to document and share the impact of other projects.

Resilience 101: Establishing a Measuring Stick Andreas Wion, Forest Stewards Guild

Andreas focused on ecological resilience—what we can measure spatially—recognizing that the social
and cultural resilience of this region is tied intimately with its ecology. One of the 2-3-2’s core goals is to
reduce the likelihood that large-scale, high-severity wildfire will disrupt the ecological processes that
normally exist on the landscape.

Key concepts:

e Resilience can be defined and measured along three dimensions:
o Composition: what species are present on the landscape
o Structure: how the forest is arranged spatially (density, size classes, spatial pattern)
o Function: how ecological processes are operating (fire regimes, hydrology, nutrient cycling)
e Forests demonstrate resilience through three mechanisms:
o Persistence/Resistance: the ability to withstand disturbances without fundamentally changing



o Recovery: the ability to bounce back after disturbances
o0 Reorganization: the ability to adapt and reorganize following major disturbance

Key finding — How much treatment is needed?

Research suggests that treating 10-40% of the landscape reduces the risk of high-severity fire
Thinning combined with prescribed fire is the most impactful treatment approach—more effective
than either applied alone

Treatment longevity is approximately 10-20 years in the Southwest, after which retreatment may
be needed. This varies by ecosystem.

Strategic placement of treatments matters as much as total acres treated—where you treat is
often more important than how much you treat

The distribution of high-severity fire has changed over time—fires used to burn in smaller patches
here and there, but now are more likely to burn all at once across a large area

Audience comments and questions

Most participants were not surprised by the 10-40% figure: noting that context matters

enormously —the “where” is very important, and 10% can go a long way if strategically placed

Is having a concrete goal for the 2-3-2 helpful?

o Does the 10-40% treatment goal reflect the specific needs of this landscape? No, these
numbers are from global data about landscape resilience.

o Concern about specifying a single ‘acres treated’ goal — but it is helpful to recognize that we
cannot feasibly treat even 40% of the total landscape; the key question becomes how to
optimize and prioritize

o Individual actors can pick and choose where the 10% is treated, which may not result in
landscape-level impact — coordination is critical

We need a metric in order to continue to secure private funding for the partnership

o Having a goal to work toward is motivating and useful, even if imperfect

o Funding resources must be used as impactfully as possible, which is helped by having
concrete goals

o It would be remarkable to have a single metric that ties this group together and captures the
story of why this partnership exists and what it does

Concern about conflating fire size with impact or intensity — a larger fire is not automatically more

ecologically damaging

‘Acupuncture’ analogy: very strategic placement of treatments can have an outsized positive

impact

Collaboration is itself a valuable outcome of the 2-3-2; we need to hold onto that as a core

measure of success

What values are protected in the 2-3-2, and by how many dollars or what percentage of funding?

How much would it take to meaningfully protect all of our values?

Morning wrap up

Participants reflected on what stood out and what questions they were carrying into the afternoon

session.

A specific target to rally around is helpful — the group affirmed that having a measurable goal for
the 2-3-2 is more valuable than not having one, even if imperfect



The truth is that we are talking about prioritization — given that we cannot treat everything, we
must make intentional choices about where to focus energy and resources

Much of our current work is happening where it is easiest, not necessarily where it is most
impactful —an important challenge to carry into the afternoon

LUNCH served by the Santa Claran Hotel

Where We Are Now: Applying the Measuring Stick Andreas Wion

Approximately 8% of the 2-3-2 landscape has been treated since 2005, averaging approximately

25,000 acres per year

To reach and maintain resilience targets (10—40%), the landscape would need 0.5-2% treatment

per year, or approximately 30,500—120,000 acres annually

The Partnership is currently on track within the low range of treatment targets; however, most

treated acres to date have been “low hanging fruit” — easier-to-access areas rather than the most

strategically important ones

Three big takeaways from the analysis:

o Many changes in the landscape are slow and subtle, but not all changes are bad

o We are doing good work, but realistically could double the volume of treatments on the
landscape

o Strategically planned treatments require less overall effort and have greater impact —the
critical question is: how do we plan treatments more strategically?

Partner comments and questions

How do we incorporate climate projections into the design of current treatments?

The landscape includes more than forest — if the overarching goal of the 2-3-2 is resilience, we

need to look at all the factors that influence the forest

o What seems to be missing is the younger generation of stewards — how does this area
support economic resilience and keep knowledge and care flowing to the next generation?

o Snow-focused forest management feeds water to acequias, and grazing reduces woody
encroachment; inter-landscape interactions determine the efficacy and ultimate impact of
dollars and treatment efforts

How can we leverage unplanned ignitions in a management context before fires happen? Can we

classify areas by varying degrees of suppression effort — as Santa Clara Pueblo has done — to save

money and fire managers’ energy?

o There are more opportunities for fuels reduction work tied to unplanned ignitions than are
currently being captured

Choices are based on values, which are expressed differently over different landscapes and

communities — we need to consider the scales at which those values operate when taking

effective action to protect them

It should be noted that a policy change within USFS in 2018 allowed unplanned ignitions to be

documented differently and counted toward landscape management accomplishments

o If unplanned ignitions are removed from the data, the trend actually shows a decline in
treated acres — this underscores the significance of the 2018 policy change

Regional water management planning in New Mexico has new rules that allow state funding for

qualifying uplands forest projects, creating new opportunities for cross-boundary work in the 2-3-

2



e Bringing these ideas and data to the community level for practical application is essential
e Alandowner spoke up: the priority treatment areas identified within the 2-3-2 do not include his
community — he asked what he should be doing to advocate for prioritization
o The benefits of upland treatments often go primarily to those downstream, sometimes more
so than to areas immediately surrounding the treatment site

Breakout group discussions

Building on Andreas’s three takeaways, participants broke into small groups to tackle the “so what?” and
“now what?” questions. Each group’s job was not to solve everything, but to identify 2—3 concrete
processes or opportunities their committee could pursue.

Group 1: Cross-Boundary Coordination
Facilitated by Anthony Culpepper, Aaron Kimple, and Bill Trimarco

This group explored HOW we coordinate — because Andreas showed us we are not always working in the
most strategic locations.

¢ Need more “squishy” funding — flexibility with timelines and support for education, outreach, and
collaboration activities that do not fit neatly into project-specific grants

e Maps are great, and we also need to dig into community context and values — we have seen the
big picture and need to grow our work at the community level

e Do not let the “color of money” drive where we work — funding sources should not determine
priorities; community and ecological need should

e Community buy-in and intentional engagement: ask what serves the community and work to
avoid the peaks and valleys of intense engagement followed by absence
o Secure long-term, flexible money to ensure that various groups and communities can

participate sustainably

Group 2: Biomass Utilization
Facilitated by Gabe Kohler and Sandee Dingman
This group explored WHAT we do with biomass — because we need utilization solutions to enable
treatment of more impactful acres.
e Things that have not worked in the past may work now — previous limiting factors are not the
same as today; context and available tools have changed
¢ Consider a “match.com” approach for biomass supply chains — create a platform or process for
connecting wood to markets and sellers with buyers
e Support industry partners in trying new approaches, potentially with targeted funding; support
entrepreneurship in this space
e A portable processing facility would lower costs and increase access — bring wood processing
tools to the region rather than requiring wood to travel long distances

Group 3: Data & Monitoring Optimization
Facilitated by Andreas Wion, Julia Ledford, and Colin Tucker

This group identified WHICH data the 2-3-2 may be underutilizing — because Andreas’s analysis revealed
potential gaps and underleveraged data.



Water needs to be incorporated into the resilience framework — gather more information from

water projects, identify which metrics should be incorporated into resilience assessments, and

make use of knowledge that already exists

Staff turnover can significantly hang up progress across organizations and the partnership —what

is the resilience of our own organizations and agencies? What accountability and handoff

processes exist?

o It could be helpful to have a 2-3-2 member chart and descriptor explaining what each
organization does — this would support knowledge continuity across staff transitions

Interest in socioeconomic data and its utility to local communities —how do we connect people

and data in both directions? How do forest benefits get shared with downstream users? How can

communities engage in monitoring and knowledge generation?

2-3-2 engagement and persistence in local communities is important — how can monitoring

activities support and maintain youth engagement over time?

o Potential for a “match.com” style platform for youth to contribute meaningfully to
monitoring in their local community

Data gathering must remain relevant to current issues and questions in order to stay useful and

maintain partner engagement with monitoring

Report back and synthesis

Cross-Boundary Coordination: The need for flexible, “squishy” funding to support community
engagement emerged as a critical gap. The group emphasized that ecological prioritization and
community values must be considered together — they cannot be separated.

Biomass Utilization: The group highlighted the opportunity to adapt approaches that may not
have worked in the past, given changed conditions. The “match.com” analogy resonated across
groups as a model for connecting supply and demand.

Data & Monitoring: The group surfaced the importance of organizational resilience and
knowledge continuity alongside ecological resilience — connecting back to the morning’s
resilience framework.

Cross-cutting themes from discussion:

All three groups converged on the need to connect data, dollars, and community values at a local
level — landscape-scale data must be made relevant and actionable for specific communities

The “match.com” concept appeared in both the Biomass and Data groups as a useful mental
model for creating connections and reducing friction in complex systems

Youth engagement emerged as a cross-cutting priority across both the Data group and the larger
discussion

Wrap up and next steps

This meeting explored the 2-3-2 landscape through an ecological resilience lens. There are many
ways to track values on the landscape — this meeting used ecological data to understand where
we stand and where we need to go

The 2-3-2’s meetings generate real action: the Strategic Communications Working Group formed
out of the September 2024 meeting; the outcomes of this meeting will be carried forward by
three committees

o Breakout group findings will be taken forward by their respective committees:



e Each committee will bring specific recommendations to their next meeting and report back to the

full partnership
e Take the ecological data from today and look at it alongside the community values in your area —

that synthesis will drive meaningful action

e “lcarry aflame for the 2-3-2 in my heart; a flame that Aaron Kimple lit and many of you have
stoked and fanned over the years. Today, | want to give you each a little spark from my flame;
carry the 2-3-2 in your heart, and share it.”

Upcoming 2-3-2 events:

¢ Rio Chama Congreso —March 21, 2026

e Full Partnership Field Tours— Early June and July, 2026 (near Cuba, New Mexico)

e 10 Year Celebration and Full Partnership Meeting — September 23, 2026 (near Chama, New
Mexico)
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