LINCOLN COUNTY
EXISTING LAND USE
Private land constitutes approximately 55 percent of the 4,857 square miles of land in Lincoln County. Private land is used primarily for residences, agriculture and ranching, with most retail and commercial use confined to the villages and towns. The remaining 45 percent of land is managed by the State and Federal agencies, including the BLM, Forest Service, Department of Defense and State of New Mexico. 

Of a total population of 19,411 counted in the 2000 Census, 63 percent lived within the incorporated boundaries of Ruidoso (40%), Ruidoso Downs (9%), Capitan (7%) and Corona (1%). The remaining 37 percent lived within the unincorporated part of the County. This was an increase from the 1980 census, however, when only 32 percent of the population lived outside the incorporated villages. (These data can be skewed by annexations.) 
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Historically, the County population fluctuated between 7,198 and 8,557 people for the 60 years after 1910. This began to change in 1970. By 1980 the population had climbed to 10,997 and by 2000 it jumped 60 percent to 19,411. It is projected to grow at an average annual rate of 1.8 percent over the next 30 years, reaching 29,715 by 2030 (BBER 2000). 

Land Use Issues

Some residents feel that parts of Lincoln County are becoming too crowded, particularly around the Ruidoso area.  They want to maintain separate distinct communities that retain their “small-town” quality rather than having continuous merged suburban sprawl.  At the same time, there is a desire for more services that typically accompany larger cities and increased growth.  Furthermore, some residents view development and population growth as necessary for economic vitality, and they hope to see it continue.   At the same time, they don’t want this growth to occur too quickly.   

One of the main issues related to increased development is that residents feel it is occurring in an uncontrolled way.  Often, there is not sufficient infrastructure in place to support growth.  Of particular concern is the quantity and quality of water available for the existing population and future generations.  The existing subdivision law only requires developers to prove sufficient water be available for the subdivision for 40 years, while other Counties are beginning to require sufficient water for 70-100 years. Many wonder what the effects are of multiple individual subdivision wells on the whole aquifer system.   They also question the wisdom of being able to subdivide and drill many individual wells on land where water rights have already been sold.  Some stakeholders are also concerned that there are subdivisions so large that they exceed Lincoln County’s jurisdiction and thus do not have to abide by the current subdivision regulations. 

Others in the County feel that existing County ordinances are inadequate to sufficiently protect the public health and welfare. There are no regulations, for example, to require residents to maintain defensible space around their homes to allow firefighters to squelch fires or to cut down on the potential spread of wildfires, a serious threat to residential development near or within the forest. In addition, several exemptions from the subdivision law allow parcels to be subdivided without meeting County requirements for water availability, legal access, and roadway designs. Examples include  subdivisions of parcels 140 acres or larger, a single parcel of tract not part of a subdivision every 5 years, gifts to family members, land divisions for grazing or farming, and gifts to family members.  Moreover, without zoning, any land use could be established anywhere: for example, an industrial plant next to expensive homes. 
The rising price of land makes it difficult for ranchers to purchase new land at a reasonable price or sell the ranch to keep it going. With heirs often reluctant to continue farming or ranching, more land is being sold for subdivisions. 

Another land use issue is that there is often a desire to develop housing along rivers or other areas that have scenic qualities, but are also sensitive natural resources.  Residents also see the need to ensure appropriate resources and measures to protect the County’s historic buildings and places. (Opportunities?)

One way to address some of the above problems is through zoning and other land use controls.  However, there are many varying opinions about the appropriateness of these measures.  Many Lincoln County residents stress the importance of individual property rights and the independence that characterizes much of the West.  At the same time, there are conflicts such as adjacent residential and industrial uses that could be best resolved through zoning. 
Summary of Land Use Issues
· Currently no single consensus regarding growth and development; various views include:

· The area is becoming too crowded; growth is happening too quickly in an uncontrolled way

· Don’t want cities and sprawl, yet want more businesses and services

· Development and growth are good for economic development (real estate, construction, businesses) and therefore desirable 

· (Possible “happy medium” approach: “smart growth,” “controlled growth,” “managed development”)

· Not sufficient infrastructure in place to support growth – especially quality and quantity of water resources

· Effects of individual subdivision wells on whole aquifer system

· Ability to subdivide and drill multiple wells on land where water rights have already been sold

· Subdivisions so large they don’t fall under jurisdiction of County subdivision regulations
· Subdivision regulations have too many loopholes
· Development along rivers and other sensitive resource areas

· Need for historic preservation

· Need for zoning or other land use controls while also respecting private property rights
· Where will the projected 10,000-plus additional residents expected in the County by 2030 live?  Is there sufficient water for them?

Potential Visions for Future
Trend: Lincoln County will continue to grow, with the majority of residential and commercial growth 
within and around Ruidoso, Ruidoso Downs, and Capitan.  Potable water will become less available in these areas. Traffic in the area will continue to worsen as residents flock to services and jobs in Ruidoso. Development along the rivers will lead to contamination. Large lot and gated subdivisions will continue to attract full-time and part-time out-of-state homeowners. Service workers will become more difficult to hire due to the shortage of affordable housing. 

Alternative Scenario: 
Provide for orderly and appropriate growth in the County while protecting individual property rights. 
Maintain distinct communities that retain a small-town feel. Ensure new developments have a sustainable potable water supply. Encourage mixed use development to provide a range of housing options as well as some commercial and retail space for residents. 
Potential Land Use Strategies for Discussion
· Tighten subdivision law

· Limit exemptions to the subdivision regulations 

· Require proof of a more sustainable water supply (70-100 years or “sustainable” amount).

· Require developers to purchase water rights for developments over a particular size or with lots under a minimum size. 

· Require developers to purchase water rights on land on which water rights have been sold (restricts domestic wells).

· Require concurrent infrastructure connections—systems must have capacity to serve new development or won’t be approved unless developers pay for them.

· Provide incentives (higher density? 5-acre to 2-acre lots?) for creating community water system, wastewater system, preserving open space or other natural areas 

· Encourage cluster development/conservation SDs?

· No-build buffers along rivers

· Minimum or max lot sizes?

· Assume administration of building permits outside Ruidoso City limits
 (for better enforcement of defensible space, etc.)

· Restrict building permits to a certain number annually, or to available water. 

· Impact fees? Required park dedications.

· Regional wastewater system—reuse water for irrigation. 

· Agriculture
· Tools for actively preserving: agricultural districts, agricultural zoning, purchase of development rights, transfer of development rights

· Tools for encouraging: Promote agri-tourism, lower taxes on land used for agriculture (Greenbelt tax), Right to Practice Agriculture Ordinance (to help prevent conflicts between agricultural and residential land uses).  

WATER RESOURCES ISSUES

Lincoln County residents are extremely concerned about water resources, and want to ensure that these are of sufficient quantity and quality to meet the needs of current and future populations.  They feel that this is critical, particularly in the current climate of increasing growth and development pressures.   A related concern is how individual projects (such as subdivision wells) affect the entire aquifer system.  Residents hope to find comprehensive solutions to address water resources issues, but recognize that there is no uniformity across the County; rather, it has fractured geology and hydrology. 
Summary of Water Resources Issues

· Need to ensure that there is adequate quantity and quality of water resources to sustain current and future population

· Not clear how individual projects (such as subdivision wells) affect entire aquifer system

· County has fractured geology and hydrology; no uniform situation or solution

· Domestic well drilling on land where water rights have been sold 
Vision for Future

Sustainable potable water supply for County residents and businesses.
Potential Water Resource Strategies
· Address water issue in comprehensive ways (what are the effects of a single project on the whole?) 

· Strengthen subdivision requirements: Require developers to prove a 70-100 year supply to serve the development (or a “sustainable” amount) that does not impact senior surface or groundwater rights. 

· Develop a resource inventory – water inventory (USGS water study is underway?)

· Unite water users in a long-term plan—40-year plan for the County

· Find ways to harvest/recycle water – possibly use greywater for irrigation

· Re-use wastewater for irrigation

HOUSING
Existing Housing Conditions

According to the 2000 U.S. Census, Lincoln County has a total housing inventory of 15,298 units.  This reflects a 21.2% increase since 1990.  The majority of these units, 64%, are detached single family homes.  An additional 22% of housing is made up of mobile homes.  Only 8.6% of homes are in multi-family developments of 2 or more units.  However, many housing units are seasonal, vacation, or second homes, and are not occupied year-round.  In fact, only 54% of units in Lincoln County are regularly occupied, while 39% are used seasonally, and 7% are vacant.  Of regularly-occupied units, 77% are owner-occupied, and 23% are occupied by renters.  

Much of Lincoln County’s housing stock is aging. Nearly half, 47%, was built before 1980.  An additional 27% was built between 1980 and 1989, and the remaining 26% was built in 1990 or later. 

The 2000 Census included a sample survey of 3,867 owner-occupied homes to gather information about housing costs relative to residents’ incomes.  Nearly 68% of homes in the 2000 survey cost under $150,000, down from 90% in 1990.  About half of those fell in the $50,000 to $99,999 range.  Homes costing $200,000 or more went from forming 5% of the housing sampled in 1990 to 18% of those surveyed in 2000.  This may be related to the influx of retirees to the County, and the growth of new planned communities and subdivisions.  Despite the increase in availability of more expensive housing, the sample survey indicated that housing is still fairly affordable in Lincoln County, even more so than in 1990.  The percentage of people paying less than 30% of their monthly income on housing grew from 71% in 1990 to 79% in 2000.  In fact, 60% of those sampled in 2000 spent less than 20% of their monthly income housing.  Furthermore, the percentage of people spending 35% or more of their monthly income on housing costs decreased from 21% in 1990 to 16% in 2000.   

However, the picture of affordability may be skewed due to the arrival and settling of people with higher incomes in Lincoln County.  Anecdotal accounts suggest that there is a shortage of affordable housing for workers, particularly in the Ruidoso – Ruidoso Downs – Capitan region.   

Lincoln County faces several related housing issues that also impact economic development and quality of life.  

Residents across the County mentioned the need for affordable housing.  At first glance, this problem appears to be centered around Ruidoso, the largest and most resort-like community.  However, places such as Capitan, Carrizozo, and Corona are also experiencing a housing crunch, and some worry that the poorest residents are being displaced .  Affordable housing is needed for first-time homebuyers as well as renters.  

Furthermore, in the southern part of the County where most of the population is concentrated, there is a mismatch between the location of housing and jobs.  The majority of jobs are based in and around Ruidoso, while much of the workforce lives in Capitan, though as noted above, housing is becoming less affordable and hard to come by even there.  Furthermore there is a lack of public transportation to serve the commuting population.  This creates related problems of heavy traffic, increased driving time, and puts a strain on natural resources and air quality, all of which affect the overall quality of life in the area. 
Summary of Housing Issues

· Need for affordable housing in Ruidoso, Capitan, Carrizozo and Corona (for both homeowners and renters)

· Poor are being displaced

· Mismatch between location of jobs and housing, and no public transportation to connect these 
Vision for Future
Potential Housing Strategies
· Require residential developers to provide a certain percentage of affordable housing in developments
· Require large employers to provide workforce housing

· Encourage non-profit land trusts to build affordable housing

· Work with Habitat for Humanity to identify County residents who quality for home ownership and find financial partners and volunteers

· Educate County residents about the availability of home ownership programs

· Identify locations within growing unincorporated areas with existing utility service and access, consider incentives for developers.

ECONOMIC DEVELOPMENT and TOURISM ISSUES
County Job Trends

According to the Bureau of Economic Analysis at the University of New Mexico, there were 11,646 full and part-time jobs in Lincoln County in 2004.  This represents an average annual growth rate of 7.9% since 1970.  The largest periods of growth were from 1970 – 1980, with an average annual growth rate of 8.9%, and 1990 – 2000, with a 4.6% annual growth rate. 

The majority of jobs in 2004 were in the service industry.  This sector grew by 389% from 1970 to 2000, and formed nearly 41% of all jobs in 2004.   This trend reflects nationwide growth in the service industry, which rose by 211% in the United States from 1970 to 2000 and by 270% in New Mexico for the same time period.   Wholesale and retail trade has also been an important job generator in Lincoln County, though there has been some decline in the 2000 – 2004 period.  Construction was the third largest source of Lincoln County jobs in 2004, and grew by 155% since 1990, to form 11.2.% of all jobs in 2004.
As noted above, services, retail trade, and construction provided the most number of jobs in Lincoln County in 2004.  Major employers include several companies in the hospitality and recreation industry, the health care sector, construction, as well as local government. 

The Mescalero Apache tribe is the largest employer of Lincoln County residents, though it is actually located in Otero County, bordering Ruidoso to the south.  The tribe provides up to 1500 jobs, depending on the season, for the operation of the Inn of the Mountain Gods hotel, golf course, and casino and the Ski Apache resort.   The nearby Ruidoso Downs Race Track and the Billy the Kid Casino together provide an additional 600 to 1250 jobs.  

The local government and related services are other important sources of jobs.  Ruidoso Municipal Schools has 452 employees, while the Village of Ruidoso provides 200 jobs, and Lincoln County provides 115.  Meanwhile, the Lincoln County Medical Center employs 160 people. 

Finally, the Wal-Mart Super Center, located in Ruidoso Downs, employs 349 people, and Sierra Blanca Constructors provides between 100 and 250 jobs. 

Tourism is an important economic generator in Lincoln County.  Visitors are drawn to the cultural and historic significance of the County, which lays claim to Billy the Kid and Smoky the Bear, as well as the natural beauty and associated recreational activities such as skiing, hiking, and fishing. 

Lincoln County is well-known for its “Wild West” heritage, specifically the so-called Lincoln County War of 1878, which led rise to the gunslinger Billy the Kid and his famed escape from the Lincoln County Courthouse in 1881.  Visitors can learn about these events during Old Lincoln Days, held in August in the town of Lincoln.   This one street town is a National Historical Landmark, and several of its buildings make up the Lincoln State Monument.

Economic Development Issues
One of the major economic development issues in Lincoln County is that the workforce is not geographically matched with the location of jobs.  Currently, most jobs are concentrated in the Ruidoso – Ruidoso Downs area, while workers live in Capitan due to the availability of less costly housing there.  There is a need for more affordable housing near Ruidoso and Ruidoso Downs, more job opportunities in other parts of the County, and/or improved public transportation connecting towns on the Ruidoso – Ruidoso Downs – Capitan loop. 

A second concern is that many Lincoln County jobs are in the hospitality industry, which does not provide high-paying long-term jobs.  Rather, jobs tend to be seasonal, low-paying, and without benefits.   This accompanies a rising cost of living, which negatively affects these workers, seniors, and others.  Some residents also believe that the taxes and revenue generated from the hospitality and tourism sectors could be better distributed throughout the County.

 In addition to the quality of jobs, some places face a lack of jobs altogether.  In particular, there are few employment opportunities in many of the smaller communities and rural areas. This frequently causes local youth to move away to larger cities in search of jobs, rather than remaining in their hometowns.  Larger municipalities such as Ruidoso also face this problem.  

Lincoln County residents perceive a need for “low impact” economic development that takes advantage of the region’s local talent, is sustainable, provides high-paying jobs, and focuses on technology.  To meet the demands of new industries, there is a need for a supply of skilled workers and adequate access to workforce training. 

Another concern is that ranching and other agricultural activities, particularly small farming, are in decline.   Residents have pointed to various reasons for this.  Some say that there are not enough workers to support the industry [this seems highly unlikely], while others simply note that cattle and farming can no longer financially support the ranches, and land prices are too expensive to expand farming operations.  Agriculturists can profit more by subdividing and selling parts of their farmland; they are currently unaware of any tax credits or other incentives that could help them preserve their livelihood and way of life.  In addition, fewer young people are staying behind to help run family farms and ranches. 

Finally, some residents are concerned that small businesses face challenges and may not be able to compete as big box retail stores locate in the County.  There is a need to support small business development and expansion and to develop venture capital and micro-lending enterprises.  This could help foster new small businesses and some of the services needed around the County, such as day care facilities. 
Summary of Economic Development Issues

· Mismatch between location of jobs and location of housing for workers
· Many low-paying, seasonal jobs with no benefits (especially in hospitality industry)
· Rising cost of living
· Taxes and revenue from tourism should be better distributed throughout County
· Lack of jobs in rural areas and small towns – leads to out-migration of youth
· Need skilled workforce
· Need adequate access to training
· Agriculture is declining 
· Hard for ranchers and farmers to make a living
· Buying more land is expensive; they can’t expand operations
· Ranchers and farmers can make more money by subdividing and selling land
· Tax credits or other incentives that promote agriculture either do not exist or are not known to agriculturists
· Youth leave, not interested in running family farm
· Need small business support for development, expansion and sustainability
· May not be able to compete against big box stores
· Need to develop venture capital and micro-lending enterprises
· Need more services such as day care
Future Vision

Potential Strategies

· Concentrate on  “low impact” economic development that is sustainable, focuses on technology, provides high-paying jobs
· Focus on building or growing small local firms—business incubator?
· Better distribute taxes and revenues from tourism throughout the County
· Identify County land that could be used as an incentive in attracting industry
· Develop industrial/business parts outside of Ruidoso, to create another employment center
· Identify workforce training deficiencies and provide training
· Develop a revolving loan fund for small businesses start-ups
· Use the County’s authority to use up to five percent of its General fund to recruit new industry
· More active promotion of agri-tourism
· Support existing businesses and encourage their expansion
· Help direct commercial and retail activities to places other than Ruidoso to better distribute traffic. Designate potential nodes for commercial and retail activity around the County.  
TRANSPORTATION
A major issue in Lincoln County is the scarcity of public transportation options for residents.  There are several types of services currently lacking that the public identified as important.  One need is a public transportation commuter loop linking Capitan, Ruidoso, and Carrizozo, and the smaller communities in between.  This would help solve the traffic congestion around Ruidoso created by the imbalance in the location of jobs and housing. (Most of the jobs are in Ruidoso, while the workforce is primarily housed in Capitan).  This would also provide an opportunity for seniors and others in Carrizozo and smaller communities to access services in Ruidoso without having to use an automobile. 

In addition to the need for a local connector, residents also identified the need for public transportation services connecting places in the County such as Corona and Carrizozo to larger destinations, including El Paso, Albuquerque, and Denver. 

Besides public transportation issues, there is also the concern simply of road maintenance.  There are approximately 980 miles of County roads which require maintenance, and about 500 culverts that need to be replaced.  Seasonal rains can particularly cause damage to roads.  A long-term road development and maintenance plan is needed. 
Summary of Transportation Issues
· Lack of public transportation options

· Need transportation commuter loop linking Capitan, Ruidoso, Carrizozo (and smaller communities in between) to provide workforce transportation as well as transportation for seniors or others needing to access services

· Need for long-distance bus service (to Albuquerque, El Paso, Denver)

· Road maintenance 

·  980 miles of County roads which need maintenance – seasonal rains can be especially damaging

· 500 culverts need replacement

· Need long term road development and maintenance plan

Vision for Future

Potential Strategies
· Commuter loop bus service between Ruidoso and outlying areas: Ruidoso Downs, Capitan, Carrizzozo
· Bus service to larger cities (Albuquerque, El Paso)
· Take into consideration the cumulative impact of new subdivisions on traffic flow before issuing approvals. 

· Bike lanes or trails as alternative transportation (Opportunities?)
· Road maintenance plan (there may be one)
INFRASTRUCTURE ISSUES

Several issues have been raised by the public in regards to infrastructure.   Most importantly, they want to ensure that the provision and upkeep of infrastructure is adequate first to meet the demands of the present population, and then to be in place to support future growth in the County.  One suggestion was to redirect some of the funds that go into promoting tourism into infrastructure improvements and expansion. 

In particular, residents have mentioned the need to expand the solid waste system and plan for long-term landfill management, recycling, and septic tank disposal. 

Another frequently-mentioned concern was that communications infrastructure is not adequate throughout the County.  Some areas lack basic television and cell phone service.  At the same time, residents are reluctant to have a lot of unsightly cell phone towers installed.  There is also a need for Broadband or wireless Internet service throughout the County, which in addition to providing a useful service for residents could also help attract and retain businesses. 

· Ensure infrastructure is adequate for present and future population 

· Need to expand solid waste system and plan for long-term landfill management, recycling, and septic tank disposal 

· Need basic television service County-wide

· Need cell phone service County-wide, yet don’t want lots of cell phone towers 

· Need Broadband or wireless Internet service County-wide
Vision for Future

Potential Strategies 

· Redirect some of the funds that go into promoting tourism into infrastructure improvements and expansion.

· Adopt a cell tower ordinance for the county
· Cooperate with Ruidoso to build a regional wastewater treatment plant
· Full internet service coverage?  
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