UPPER DESCHIUTES RIVER COMMUNITIES

UDRC 3-YEAR STRATEGIC PLAN
Adopted April, 2022

Executive Summary

The UDRC Board adopted this Strategic Plan to focus our efforts over the next 3 years. Coming
out of COVID lock downs and social distancing, the organization has experienced significant
turnover both within the organization and in its base of volunteers. This Plan prioritizes our
goals to improve infrastructure, improve governance, restart community outreach, focus our
programs, and sustain the UDRC Mission on behalf of its members and volunteers.

Mission

Supporting fire adapted communities, healthy forests, pure and abundant river flows, and
wildlife habitat.

Strategic Plan Process

Our process began with independent Board participation in a SWOT (Strengths/Weaknesses,
Opportunities/Threats) analysis. The factors were consolidated into a collective list that gave
UDRC an honest assessment of where we are and what we have to work with. The results of the
SWOQOT analysis give us a starting point to focus goals and overcome challenges.

Strengths/Weaknesses: identify internal organizational assets and areas that need
improvement.

Opportunities/Threats identify outside factors that facilitate or enhance our mission, or in the
converse, factors that present challenges or obstacles to moving forward.

How We Accomplish Our Mission

The UDRC serves owners and residents in the upper Deschutes River basin; an area that covers
102 square miles. It is rapidly growing, with 3,488 structures, and 8,720 residents. The
Communities consist of 29 established neighborhoods in Central Oregon, located south of
Sunriver and north of La Pine, Oregon. Nine of these neighborhoods are Firewise Communities.
The area is in the Urban-Wildlife Interface and consists mainly of mixed Lodgepole and
Ponderosa pine forest. Over 70% of the land area is publicly owned and managed by public
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agencies, such as USFS, BLM, Oregon State, and Deschutes County. The remaining area is
privately owned and is the focus of UDRC’s programs. Central Oregon is experiencing a marked
influx of new residents from western Oregon and other states, primarily due to its excellent
recreational opportunities and non-urban lifestyle.

1. Education and Qutreach

New residents are not always aware of the risks and responsibilities that come with living in the
area. UDRC provides education and outreach to community members, to help them understand
the risks of wildfire and to prepare for fire events. This includes information on defensible
space, structure protection, evacuation preparedness, and resilient landscaping practices.

2. Membership Voice

Private lands within UDRC’s service area are significantly impacted by the management
practices of government agencies. UDRC partners with these agencies to identify, prioritize, and
implement various programs. We collaborate with agencies to give local residents a voice on
community protection and resilience. Homeowners stay informed of public land programs in the
area, and at the same time, have input in identifying projects to reduce the spread and intensity
of wildfire.

3. Resource Management

UDRC works entirely through volunteers that lead community projects. Over the past 2 years,
COVID restrictions have made these efforts difficult to impossible. On a positive note, however,
many community members have used the lockdowns and social distancing time to perform
projects on their properties.

UDRC has an incredible website that enables our members to stay informed. With one simple
address; udrc.org, homeowners can learn about upcoming projects, financial assistance, fire
prevention and defensible space principles, home hardening, and a host of other information.
The website has links to Federal and State agencies, nationally recognized fire authorities, and
information that makes it a “one stop shop,” for information and education.

4. Grants and Funding

With the prolonged drought and its impact on creating a longer, riskier fire season, UDRC looks
for community projects to identify, price, and act as a sponsor for grants. Since fire prevention is
a process and not a “once and done” concept, we find that continued and sustained assistance
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is the best way to keep homeowners engaged in work that makes theirs, and their neighbors’
properties more fire adapted. Most of our programs require buy-in from the homeowner, such
as shared costs and sweat equity. We continue to adapt these programs to changed
circumstances, such as the implementation of Oregon Senate Bill 762, which will require certain
classifications of homes/lots to maintain defensible space standards.

STRATEGIC GOALS

The following outline comprises the goals identified by the Board. Each goal lists specific ways
we intend to accomplish the goal.

Each year during the first quarter, the Board will review these goals and report on our progress.
We will revise or enhance methods for accomplishing those goals based on our progress. The
intent is to stay focused on improving the organization, improving our levels of service, and
enhance our sustainability as a critical resource and voice for our members.

1. Expand our Volunteer Base

a. Establish a Volunteer Coordinator

b. Advertise for specific skill sets

c. Recruit volunteers with community organizing skills

d. ldentify volunteer projects, calendar target dates

e. Research events and projects that are meaningful and fun
f.  Plan for an information booth at other community events
g. Make it easy to sign up volunteers at booths and meetings
h. Create networking goals for Board members

i. Create a contractor newsletter

j- Publish in local Chamber of Commerce newsletters

2. Improve Internal Infrastructure

a. Train back-up personnel for key functions

i. Treasurer

ii. President
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iii. Secretary

iv. Grant Writer

v. Public Agency Communications
vi. Defensible Space Inspection

b. Review and Update key Documents as Necessary

i. Bylaws

ii. Service Contracts

iii. Record Retention

iv. Financial Policies & Procedures
v. Waivers and Releases

c. Examine Secure Processes

i. Independent Financial Review or Audit
ii. Website tech review
iii. Update Connections: SAM, FEMA, Paypal, etc.

iv. Update Bank Signature Cards as changes occur

3. Restructure Grant Writing Capability

a. Move to a completely volunteer function,

b. create MOU or non-profit acknowledgment

c. Train primary and back-up personnel

d. Reduce Overhead to 10% annually

e. Maintain existing grant levels in year 1

f. Create a Grant Calendar

g. Create a list of potential Grantors from history and new research
h. ldentify and price potential projects,

i. Research and expand program participation options: sweat equity, volunteer
time to help others, financial contributions, token inspection fees
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j. Create a robust grant sponsorship program
k. Designate Board representatives for agency and nonprofit coordination
I.  Apply for grants as soon as our capability allows

m. Formalize year-end “Impact Report” showing projects completed, persons served

4. Expand & Improve Messaging

a. Expand speaker topics to include drought, river flows, landscaping, wildlife
habitat

b. Schedule non-fire speakers for fall, winter, spring meetings

c. Plan annual Fire Prevention Kickoff meeting for March or early April
d. Search for new public forum venues, due to library remodel

e. Recruitinsurance industry speakers

f. Recruit speakers for non-fire topics

g. Recruit authoritative speakers for SB 762

h. Research purchase of audio-visual tools, if necessary

i. Consider in-kind donations from members or agency partners

j. Leverage handouts from public and private agencies/nonprofits

k. Encourage and facilitate local Firewise designations

I. Target quarterly public meetings, perhaps monthly during summer

5. CWPP and SB 762 Preparation

a. CWPP Renewal is due in 2023 and will involve UDRC input
i. ldentify interested parties: HOA’s, Firewise Boards, homeowners
ii. Recruit interested volunteers
iii. Connect with La Pine Fire and Deschutes County Officials
iv. Designate Board Member to map out contacts, dates, and actions

v. Board Member to track and report regularly



UPPER DESCHIUTES RIVER COMMUNITIES

vi. ldentify projects and priorities

vii. Track discussions of reforming the WCPP service area

viii.Track Public Agency surveys, or perform outreach for member input
b. Oregon SB 762 Defensible Space statutes and new rules due by year end 2022

i. Designate Board Member to track and report regularly

ii. Plan for public education and outreach

iii. Identify project and grant needs

iv. Identify sponsor opportunities

v. ldentify speakers and event opportunities



