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1. Executive Summary
This report is an initial road map for economic development in and around the Village of Questa, New
Mexico. Its purpose is to address the ramifications of the closing of the molybdenum mine, which has
served as a primary economic driver for the region for nearly 100 years, and the associated loss of jobs.
The plan presents near-term tactics and long-term strategies for increasing income and creating jobs in
the region; growing existing and future businesses; and developing the Village as a municipal entity. It
identifies opportunities to build local assets and leverage resources from others, with the goal of
transitioning to a diverse, equitable and sustainable post-mining economy.

Questa Economic Development Mission Statement
Transition the Village of Questa to a diverse, sustainable and
equitable post-mining economy

The strategies focus on five Enabling Factors: Human Capital, Infrastructure, Natural Resources, Financial
Wellness, and Community & Marketing; and on attracting five Major Categories of business ventures: Small
Business & Enterprise, Outdoor Recreation & Tourism, Agriculture & Food Production, Housing & Temporary
Accommodations, and Arts & Culture.
The plan embraces a five-year implementation schedule. Success requires the active participation of local
institutions, regional partners, state/federal agencies and the future executive director of the QEDF. The
schedule includes timelines for specific actions to be taken by QEDF and the Village to implement
strategies focused on the Enabling Factors and Major Categories.

1.1 Guiding Principles
The Guiding Principles outlined here form the foundation for this plan and inform all subsequent
development efforts in the community. These principles reflect values and priorities articulated by
Questa’s citizens, businesses, Government and the QEDF over the course of this project. This section
explains the value of these principles and their respective roles in economic development planning.
Together, they help map the best path forward to a “sustainable and equitable post-mining economy,”
and include the following overarching concepts:
1. Local. Economic development balances the need for growth with the desire for social and
cultural continuity. The strategies presented in this document focus on maximizing local
participation and protecting traditional values in all activities.
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2. Leveraged. The Village and QEDF have limited resources. To maximize Chevron’s existing
phased seed capitalization, development strategies necessarily focus on opportunities and
programs that can activate other sources of capital, resources, and support.
3. Well-Managed. Economic development responsibilities in Questa are split between the
Village and QEDF. Strategies include a well-defined delineation of roles to ensure clear and
transparent leadership as the plan moves successfully from paper to practice.
4. Participatory. The strategies put forth in this plan are created with community participation
and include steps to maintain this engagement during implementation.
5. Sustainable. Sustainable development reflects the ability of the community to adjust to the
social and economic needs of its residents while preserving the environment’s ability to support
it so that these initiatives can continue into the future on their own.

1.2 Chapter Four, Enabling Factors
If the Guiding Principles determine why we make certain strategic decisions, the Enabling Factors
(Human Capital, Infrastructure, Natural Resources, Financial Wellness, and Community & Marketing)
determine how. Effective economic development is a complex phenomenon that encompasses a
multitude of social, economic, and political determinants. This section addresses those elements of the
local environment that can either help or hurt individual, collective and environmental development,
based on the level of their availability.
SECTION ONE, HUMAN CAPITAL
Goal

Bring people together, promote opportunities and motivate people to take action

Human Capital is defined as productive wealth in labor, skills and knowledge, the cornerstones of economic
competitiveness. In Questa, this includes out-of-work miners, contractors, teachers, students and other youth,
municipal employees, etc. Human capital impacts economic development in significant ways. An appropriate
investment here generates high returns over long periods of time. Best practices in the field build from studies
demonstrating clear links between expenditures in the social sector, especially in training and education, and
economic well being for a community.

Strategies
Chapter 4.1.1 Organize Workforce Coalition Meetings to provide stakeholders with timely
information about job opportunities, labor availability and opportunities for
workforce training. This strategy focuses on raising awareness about workforce demand in
the region. In particular, there is a need to increase the flow of information between out-ofwork miners, local youth and local institutions. This strategy primarily affects Small Business &
Enterprise.
Chapter 4.1.2 Create a highly localized Online Portal on the Village website providing upto-date information on employment opportunities, job fairs, and profiles of
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local and regional institutions. This portal aims to increase access to local employment
opportunities. It will link to New Mexico Workforce Connections and also provide specific
information more relevant to the Village. This strategy primarily affects Small Business &
Enterprise.

SECTION TWO, INFRASTRUCTURE
Goal

Prepare the foundations of economic growth and improve the existing built environment

Infrastructure provides the necessary foundation for community development. It includes physical resources that
are essential to the overall growth and expansion of the Village. Building capital in this area means supporting the
community with basic services, and businesses and industries with the means to grow and succeed.

Strategies
Chapter 4.2.1 Invest in a Business Park Feasibility Study, outlining the total cost and timeline
required for infrastructure improvements at the park. A challenge to Questa’s
goal of creating a diverse local economy is a lack of existing business infrastructure. Updating
the engineering plans for the Business Park and creating a strategy to fill this property will help
ensure that this goal is met. This strategy primarily affects Small Business & Enterprise.
Chapter 4.2.2 Implement strategies for Metropolitan Redevelopment provided by Charlie
Deans and New Mexico MainStreet. The Village is located in a region known for its
natural beauty. This has a profound effect on tourism and the choices people make to live here.
This strategy supports municipal planning efforts to develop and update the Village Center to
attract visitors and retain businesses and residents. This strategy primarily affects Small Business
& Enterprise, Outdoor Recreation & Tourism, and Arts & Culture.

SECTION THREE, NATURAL RESOURCES
Goal

Build new economies and safeguard existing resources

For nearly 100 years, extractive mining has been the main driver of economic activity in Questa. With the closure
of the Chevron Mine, strategies for development focus on the land as a different kind of resource, one that, with
proper stewardship, will continue to support the community for generations. This shift requires a significant
change in the community’s conceptual framework and, with it, the formation of new organizational structures.

Strategies
Chapter 4.3.1 Invest in a Village Water Audit to survey regional resources and assess future
demand. Strategies in this area support ongoing efforts related to the transfer and purchase of
water and land rights. The ultimate goal is to safeguard wildlife habitats agricultural resources
and forestland. This strategy affects all Major Categories.
Chapter 4.3.2 Invest in continued River Restoration efforts in the community to increase
local tourism and enhance natural assets. This strategy supports municipal planning
efforts to develop and improve local fishing habitats. This primarily affects Small Business &
Enterprise, Outdoor Recreation & Tourism, and Arts & Culture.
Chapter 4.3.3 Create a Land & Water Trust to support the conservation of local natural
resources. Long-term ecologic management directly supports economic development in the
Village. This strategy presents a pathway to conservation and affects all Major Categories.

Local Economic Development Strategy for the Village of Questa

6

Petroglyphs on the Rio Grande 2015

SECTION FOUR, FINANCIAL WELLBEING
Goal

Enable financial growth through education and savings

Financial wellbeing is a crucial foundational component for the Village of Questa and the people in the region to
ensure long-term wealth and community health. This factor addresses financial literacy, resources and support
systems, and income and savings. It plays a crucial role in Questa’s ability to remain a thriving community and
attract outside investment.

Strategies
Chapter 4.4.1 Implement a Matched Savings Program to encourage asset development in
the community. Individual Development Accounts increase local wealth and support
financial literacy. This strategy brings in organizations to match personal savings accounts
contingent on the completion of a financial education course. This strategy affects Human
Capital, Housing & Temporary Accommodations and Small Business & Enterprise.
Chapter 4.4.2 Increase the application of Municipal Income for economic development. This
strategy supports municipal planning efforts by increasing the Village’s Economic Development
Fund. This strategy primarily affects Small Business & Enterprise and Infrastructure.
Chapter 4.4.3 Create a Financial Education Program to promote fiscal competency among
the region’s youth and provide key resources to community members. This
program encourages long-term growth by identifying and cataloguing all the programs, initiatives
and projects relevant to financial wellness in the region. The goal is to use assets more
efficiently and fill any major gaps in service. This strategy primarily affects all Major Categories.

SECTION FIVE, COMMUNICATIONS & MARKETING
Goal

Identify and promote local values

Identifying a brand is difficult; communicating it is even more so. Ultimately, a brand reflects the impressions
created in the minds of people as to what a product, service, or, as in the case of Questa, the community stands for.
The goal over time is to ensure target customers have the right understanding of the brand.

Strategies
Chapter 4.5.1 Invest in Brand Development to develop a unified community-marketing
platform. This strategy lays the foundation for an eventual marketing program designed to
attract businesses, visitors and residents to the community. This strategy affects all Major
Categories.
Chapter 4.5.2 Launch a Community Marketing Campaign focused on internal brand
integration, external communications and community participation. A
coordinated and comprehensive approach to marketing is an essential piece of the economic
development strategy. This strategy supports activities involving outreach and communication
on the part of the Village, the QEDF, local businesses and individuals. This strategy affects all
Major Categories.
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1.3 Chapter Five, Major Categories
The Major Categories addressed in this plan (Small Business & Enterprise, Outdoor Recreation & Tourism,
Agriculture & Food Production, Housing & Temporary Accommodations, and Arts & Culture) focus on specific
business and commercial activities. They are based on community engagement, on-site interviews,
regional stakeholder engagement, data analysis, national research on rural/post mining economies and
prevailing best practices in economic development.
These sections build on the Mission, Guiding Principles and Enabling Factors outlined above. They reflect
development priorities based on local character, existing resources, regional opportunities and the best
potential for ongoing, leveraged growth.
SECTION ONE, SMALL BUSINESS & ENTERPRISE
Goal

Support activity and development in the Village Center

One of the principal objectives of this plan is to encourage a business climate that supports and promotes local
enterprise while simultaneously preserving the Village’s developmental standards and social values.

Strategies
Chapter 5.1.1 Create a pilot program to evaluate the feasibility of Free Municipal Wi-Fi in
the Village Center and increase access to broadband services. This strategy
provides a key resource to businesses in the Village Center and encourages regional visitors to
stop and spend time (and money) in the community. This strategy primarily affects Outdoor
Recreation & Tourism.
Chapter 5.1.2 Pursue small-scale tactics to help small businesses. This strategy includes the
development of a local asset map, signage, and a ‘buy local’ campaign.
Chapter 5.1.3 Build a Small Business Resource Center to facilitate quarterly networking
events, volunteer mentorship and the publication of a local economic
development toolkit. Continuing to explore new tools and resources will put the
community in a better position to grow new business and investment. All Major Categories are
affected by this strategy.

SECTION TWO, OUTDOOR RECREATION & TOURISM
Goal

Create Opportunities for eco-and cultural tourism by promoting natural and historic assets

Communities in the Enchanted Circle attract a large number of tourists throughout the year. Questa has two key
competitive advantages in this arena; proximity to the Rio Grande Del Norte National Monument and a strong
cultural identity.

Strategies
Chapter 5.2.1 Improve Access for Tourism through a strategic alliance with the Rio Grande
Del Norte National Monument. Establishing the Village as the Home of the Rio Grande Del
Norte National Monument requires a close relationship with the BLM. A productive relationship
will help the community to leverage marketing resources and pursue collaborative mutually
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beneficial tourism initiatives. This strategy primarily affects Communication & Marketing and
Natural Resources.
Chapter 5.2.2 Promote Eco- and Cultural Tourism. This strategy encourages residents to organize tour
packages that highlight the rich history of the region. It primarily affects Small Business &
Enterprise, Natural Resources, and Arts & Culture.

SECTION THREE, AGRICULTURE & FOOD PRODUCTION
Goal

Increase local productivity through market linkages and small enterprise support

Strategies for supporting food production and local agriculture include the formation of new organizations and the
assessment of new revenue streams.

Strategies
Chapter 5.3.1 Encourage the creation of a Machinery Collective to increase agricultural
productivity in the region. This strategy focuses on making specialty crops commercially
viable through the promotion of collective farming practices. This strategy primarily affects Small
Business & Enterprise.
Chapter 5.3.2 Determine the market potential for a commercial Barley Malting in the
Business Park. This strategy supports municipal planning efforts to develop the Business
Park and recruit new ventures. A complete assessment of malting in Questa helps farmers
decide if they should invest in new crop production (barley), and reduces the investment risk
for entrepreneurs. This strategy primarily affects Small Business & Enterprise, Natural
Resources & Infrastructure.
Chapter 5.3.3 Facilitate development of a Questa Food Hub, created to support agricultural
enterprise in the region. In order to maintain regional competitiveness, the Village needs
to support new ventures in all sectors of the economy. The Food Hub strategy does this in the
food and agriculture sector by mentoring small food businesses in an incubator that includes a
certified kitchen space as well as technical and business support. This strategy primarily affects
Small Business & Enterprise.

SECTION FOUR, HOUSING & TEMPORARY ACCOMODATIONS
Goal

Increase the supply of affordable housing and temporary accommodations in Questa

As Questa explores strategies to attract visitors to the community and retain residents, the availability of quality
housing and temporary accommodations needs to be addressed. Short-term tactics include alternatives to motels
and hotels; long-term strategies focus on the creation of a Community Land Trust.

Strategies
Chapter 5.4.1 Encourage improvements to Existing Housing. Currently, 23 percent of homes in
Questa are classified as vacant or un-livable. This strategy addresses efforts to revitalize the
community through access to home improvement programs. This primarily affects Financial
Wellbeing and Human Capital.
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Chapter 5.4.2 Increase access to Temporary Accommodations. The deficit in temporary
accommodations in the community limits business opportunities and decreases potential GRT.
This strategy supports efforts to attract overnight visitors by encouraging programs like Airbnb,
Behomm, HomeAway, and Flipkey. This strategy primarily affects Small Business & Enterprise,
Outdoor Recreation & Tourism, and Arts & Culture.
Chapter 5.4.3 Facilitate the creation of a Community Land Trust to expand homeownership
opportunities in the community and improve the quality of rental
opportunities. Community Land Trusts own property and make it available on a long-term
basis for specific community uses. Ownership of the land is separated from ownership of its use,
which may vary according to local community needs. This strategy addresses the incremental
steps necessary to creating the Trust organization. This strategy affects Human capital and
Financial Wellbeing.

SECTION FIVE, ARTS & CULTURE
Goal

Promotion and preservation of Place

Arts and Culture are significant components of New Mexico’s business environment. Overall, the state has a
national reputation far beyond its size or economic standing, and Questa is ideally positioned to engage in this
market.

Strategies
Chapter 5.5.1 Promote Local Artists and Cultural Organizations as a strategic economic
advantage for the region. Arts & Culture are key indicators of the community’s quality of
life. This strategy includes municipal and QEDF support for cultural activities, institutions and
programs in the Village. It affects Tourism & Outdoor Recreation, Small Business & Enterprise,
Human Capital, and Financial Wellbeing.
Chapter 5.5.2 Establish a recurring Farmer and Art Market.
Chapter 5.5.3 Invest in Public Art initiatives to increase local tourism and enhance the
quality of life for residents. This strategy includes multiple approaches for improving the
appearance and feel of the Village. It also addresses ways to include Arts and Cultural in the
community development planning process. This strategy affects Tourism & Outdoor Recreation,
Small Business & Enterprise, Human Capital, and Financial Wellbeing.

1.4 Year One Activities
Year One plans include activities that help Questa transition to a diverse, equitable and sustainable postmining economy. These activities were selected because they are building blocks, foundational elements
that are necessary for future growth. Second, they send a message to the community both in and
outside of the Village that Questa is open for business.
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Year One Action Plan Matrix
Chapter

Action Initiative

4.2.1

Business Park Planning. Feasibility Study outlining the
total cost for infrastructure improvements

Lead & Partner
Organization(s)

Village of Questa /
Amalio Madueño

Affects: Infrastructure, Small Business & Enterprise, Natural Resources

4.2.2

Metropolitan Redevelopment. Improvements to the
building conditions and pedestrian environment in the
Village center

Village of Questa /
NM MainStreet

Affects: Small Business & Enterprise, Outdoor Recreation & Tourism

4.3.1

Village Water Audit. Survey of existing resources and
projections of land and water requirements for future
development

QEDF /
Village of Questa

Affects: Infrastructure, Natural Resources

4.3.3

Land and Water Trust. Formation of a formal
mechanism to protect and retain local land and water
resources

Chevron (potentially) /
QEDF

Affects: Infrastructure, Natural Resources

4.5.1

Brand Identity. Develop a strong, unified community
brand that will attract businesses, visitors and residents to
the Village of Questa

QEDF /
Jim Glover & Idea
Group of Santa Fe

Affects: Small Business & Enterprise, Communications & Marketing, Outdoor
Recreation & Tourism

5.1.3

Business Resource Center. Organization of quarterly
networking, volunteer mentorship, and the creation of an
economic development toolkit.

QEDF

Affects: Human Capital, Small Business & Enterprise

5.3.3

Questa Food Hub. Strategic planning for the creation of
a loca food incubator

QEDF

Affects: Agriculture & Food Production, Small Business & Enterprise

5.5.3

Public Art Initiative: Local designs in public places

Village of Questa

Affects: Communications & Marketing, Outdoor Recreation & Tourism
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2. Approach
Phase Five of the Strategic Economic Development Plan details near- and long-term economic
development strategies. These were created with extensive input from the people and government of
Questa, the surrounding communities, and the state. Shaping prioritized strategies reflects months of
community engagement, coupled with structured research, analysis, and community feedback.
This document is a draft for input from QEDF, the Village, and key stakeholders to finalize.

2.1 Framework
The economic development strategies in this report follow an established process based on a threestepped approach to planning (Figure 1).
1. First, Consultants worked with stakeholders in the community to identify a set of Guiding
Principles, foundational elements used to filter ideas and opportunities.
2. Next, a set of Enabling Factors was identified. These include elements of the local environment
that facilitate action, shape activities and fuel greater success. These factors are based on
research conducted by UNC-Chapel Hill’s School of Government based on an evaluation of 45
case studies of small towns across the United States that are using a wide range of community
and economic development strategies to advance their communities’ vision for prosperity.1
These factors were adapted and customized to the Village through extensive community
engagement. Activities included regular participation local planning sessions, including QEDF
Board Meetings, Village Council Meetings and Economic Development Leadership Meetings.
Further input was provided through an initial Strategic Planning Session, a mid-point community
review and a final workshop to get specific feedback from focus groups on different research
categories. The information provided in these sessions was supported by a community housing
survey, a small business canvas, and one-on-one interviews with residents, policy makers and
businesses.
3. Finally, consultants analyzed and compiled strategies focused on specific business and
commercial activities in the region. These strategies are organized into sets of Major Categories
that reflect the priorities of community members while simultaneously acknowledging current
market trends and focusing on long-run feasibility.

1

	
  Lambe,	
  W.	
  (2008).	
  Small	
  Towns,	
  Big	
  Ideas:	
  Case	
  Studies	
  in	
  Small	
  Town	
  Community	
  Economic	
  
Development.	
  N.C.	
  Rural	
  Economic	
  Development	
  Center,	
  UNC	
  School	
  of	
  Government.	
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Figure 1, Three-Stepped Approach to Planning

1. Guiding Principles

2. Enabling Factors

3. Major Categories

• Local
• Leveraged
• Well-Managed
• Participatory
• Sustainable

• Human Capital
• Infrastructure
• Natural Resources
• Financial Wellbeing
• Communications &
Marketing

• Small Business &
Enterprise
• Outdoor Recreation &
Tourism
• Agriculture & Food
Production
• Housing & Temporary
Accommodations
• Arts & Culture

2.2 Analysis
To compile the leading components for these three steps, as well as the content within each,
Consultants organized leading ideas into a database accounting for both primary and secondary research.
This information was used to sort and evaluate leading ideas in terms of anticipated economic value
from the combination of increased wages/job, GRT for the Village, and/or wealth creation, in addition to
other factors. The top strategies were then presented to the Village Council, QEDF, and the community
for feedback.
This report represents a comprehensive synthesis of this analysis and presents the leading ideas,
including an overview of the potential economic benefit, financial feasibility, and steps necessary for
implementation.
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3. Guiding Principles
The following principles form the foundation for this plan, and inform all subsequent development
efforts in the community. These principles reflect values and priorities articulated by Questa’s citizens,
businesses, Government and the QEDF over the course of this project. This section explains the value
of these principles and their respective roles in economic development planning. Together, they inform
the best path forward to a, “sustainable and diverse post-mining economy,” and include the following
overarching principles:
1.
2.
3.
4.
5.

Local
Leveraged
Well-Managed
Participatory
Sustainable

3.1 Local
Economic development is, in many ways, a synthesis of opposing values - the need for growth and
change on one hand, and the desire for social and cultural continuity on the other. As Questa transitions
into a post-mining economy, trade-offs will be inevitable, though minimized with conscientious planning.
The strategies presented in this document focus on maximizing local participation and protecting
traditional values.
1. Evaluating Local Development
The potential and actual outcome of different strategies should be evaluated by the extent to
which they enable community members to achieve personal aspirations. In general, these include
access to quality education, jobs, and a clean and safe living environment.
Leading up to the implementation of different strategies, community members should be
included in the development process as active participants. This way, local residents create
ownership of specific initiatives, which, in turn, generates outcomes that effectively reflect local
priorities.
2. Redefining Community Boundaries
Economic development in Questa benefits the area as a whole, not just the individuals and
businesses within the Village limits. Strategies for development, then, should focus beyond
Questa and include input from individuals in Cerro, El Rito, Lama and Red River. By expanding
the definition of ‘Local,’ and involving external stakeholders, the entire region will become more
attractive to new visitors, residents, and businesses.

Local Economic Development Strategy for the Village of Questa
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Local Development In Action: Saint Anthony’s Church
In 2008, the Village of Questa was dealt a severe
blow when the 170-year-old Saint Anthony’s
Catholic Church lost its west wall to water
damage.1 Over the next three years, parishioners,
Village leaders and residents fought to persuade the
Santa Fe Archdiocese to rebuild the sanctuary.
Together, the community raised $25,000 for an
engineering study, secured an endorsement from
the Governor and persuaded Village officials to pass
an ordinance designating St. Anthony’s a Protected
Historic Site. In April, church officials granted the
community six years to complete a restoration, at
which time the property will revert to the
Archdiocese.
The restoration is now going full speed ahead, with volunteers de-barking logs for vigas, sifting sand for
new adobe bricks and holding fundraisers to see the church re-open for services again in December
2015.2 The operation is directed by Mark Sideris, a licensed contractor, and supported by daily input
from local residents.

Key Lessons for Economic Development
Safeguard Local Resources. Following the collapse of the church wall, the Archdiocese decided to
raze the entire structure and rebuild a new facility in its place. For local residents, however, the church
was more than a place of worship; it represented a shared history and an important community
resource.
Create Local Institutions. To fill the gaps in municipal development, locals created their own
institution to catalyze change in the community. In the campaign to save the church, efforts are guided
by the nonprofit San Antonio del Rio Colorado Historic Preservation group (SARCHP), with the
mission to, identify, restore and preserve historic and cultural buildings and sites in the community of
Questa, NM, which was formerly known as San Antonio Del Rio Colorado.”3

1

Purdom, Gwendolyn. "Making a Difference - National Trust for Historic Preservation." Preservationnation.org. 1 Sept. 2011.
Web. 30 July 2015.
2

Stiny, Andy. "Updated: Labor of Love: Volunteers Have Been Restoring St. Anthony's Church in Questa for Three Years."
ABQJournal Online. 14 Mar. 2014. Web. 30 July 2015.
3

Saint Anthony's Church Restoration Project. Web. 30 July 2015. <http://www.saveourchurch.net/>.
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3.2 Leveraged
The Village and the QEDF have limited resources to support economic development in the community.
To maximize Chevron’s phased capitalization, development strategies need to focus on opportunities
and programs that can activate other sources of capital. An example of leveraged development is the
recruitment of Taos Mountain Energy Bars (TMEB).
Through the combined efforts of the Village, QEDF, NMEDD, TEN, and others, the community was able
to attract key resources for the design and construction of manufacturing facilities, resulting in positive
economic growth less than a year after the mine closing. This type of collaboration will necessarily
continue into the future with the build out of the Business Park and other projects.

1. Planning for Leveraged Development
Economic development is a process, not a singular incident. To engage support from outside
sources over a long period of time, the Village needs to cultivate productive relationships with
key agencies and organizations and be able to present mutually beneficial development
opportunities as they arise.

2. Putting Available Resources to Work
Funding to organize and facilitate development in Questa must be increased. Chevron’s existing
$320k annual contribution of seed capital to the QEDF should be augmented by federal, state
and private sources of funding.This funding is necessary
to provide Loan Guarantees and/or matching funds for
development strategies and projects..

Local Development in Action, TMEB
In early 2015, the founders of Taos Mountain Energy Bars
(TMEB)4 were introduced to the Village of Questa by
Christopher Madrid from the Regional Economic Development
Initiative (REDI).5 TMEB was located in Taos at the time and had outgrown its current facility.
The company was at a critical juncture; to meet growing demand from national grocery chains, they
could either outsource production to packing facilities in Colorado or relocate to more suitable facilities
in the area.

4

"Taos Mountain Energy Bars." Rebel with a Cause. Artisan Crafted. Real Food Ingredients. Ridiculous Taste. Web. 31 July 2015.
<http://www.tmebars.com/>.
5

REDI Regional Economic Development Initiative. Web. 31 July 2015. <http://nnmredi.org/>.
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The Opportunity
In 2010, The Kit Carson Electric Coop made a deal with the Village of
Questa to lease a Village-owned property at the Business Park to support
renewable energy production in the community. The two groups agreed
to share construction costs then turn the facility over to Kit Carson.
Since its construction, the building has been used primarily for storage
and as temporary headquarters for Chevron subcontractors. A few
Key Players
private companies tried to negotiate terms with Kit Carson, but, as
Brooks Thortenson, Taos Mountain Energy Bars
of the end of 2014, none had been successful.6
Carlos Cisneros, State Senator

To get TMEB into the facility, Petroglyphs worked with local
stakeholders to 1) assess the feasibility of the space, and 2) secure
funding for the necessary improvements. After approving the facility,
TMEB began the process of securing funding for infrastructure
improvements under the Local Economic Development Act (LEDA).

The Ask
Initially, TMEB requested an appropriation of $650,000 to fully
build-out the Kit Carson facility. The State countered with $240,000
and initially negotiated up to $480,000, with the agreement that,
when TMEB leaves the facility, the infrastructure improvements
revert to the Village and the building transforms into a community
Food Hub.

Christopher Madrid, REDI
Elmer Salazar, Petroglyphs on the Rio Grande
Ester Garcia, Former Mayor of Questa
Gabe Cisneros, Lobbyist, Village of Questa
Malquias Rael, Chairman of the QEDF
Mark Gallegos, Mayor of Questa
Jon Barela, New Mexico Secretary of Economic
Development
Luis Reyes, CEO, Kit Carson Electric Coop
Kyle Hawari, Taos Mountain Energy Bars
Roger Gonzales, Siete Del Norte
Wade Jackson, New Mexico Economic Development
Department

Key Lessons For Leveraged Development
Prepare Local Infrastructure Early. TMEB came to Questa for one
reason: completed infrastructure at the Business Park. Thanks to the
efforts of Luis Reyes and then-Mayor Ester Garcia, the Village had already
laid the foundation necessary to attract and retain new ventures. As a
result, acting Mayor Mark Gallegos was able to respond quickly to this
opportunity and bring in the first new business to Questa since the
shutdownof the Mine.
Increase Financial Support for Infrastructure Development. To
close the deal with TMEB, the QEDF provided $30,000 for engineering
on the build out of the Kit Carson building. This investment secures 15
new jobs over the next few years, infrastructure improvements worth
$480,000 and the first block in Questa’s post-mining economy.

6

Logan, J.R. "Software Plant Falls Short on Bringing Jobs to Questa." The Taos News. Web. 31 July 2015.
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3.3 Well-Managed
Economic development responsibilities in Questa are split between the Village and the QEDF. As the
plan moves into the implementation phase, these groups will need to be absolutely clear on their
respective roles and responsibilities in the process. Implementing systems for clear and transparent
leadership will ensure that the plan moves successfully from paper to praxis.
1. Management Structure. The QEDF and the Village have created an MOU that underscores
the responsibilities of each with regards to economic development. As it stands, the QEDF plans
to hire an Executive Director in 2015 to lead the implementation of the strategies outlined in
this document. To support this process, the two groups may consider creating a community
development corporation (CDC) as a partner organization for the QEDF or else expanding the
operations of the QEDF.
2. Cooperative Development. One of the key managerial challenges for the QEDF is to ensure
that community members have access to relevant and appropriate information about this
project to enable their participation and feedback. Being accountable achieves two goals. First, it
builds trust and community ownership. Second, it makes individuals and communities aware of
the support they will be receiving and can help them to plan accordingly. A number of the
strategies in this plan include active communication as a central managerial component.

Well-Managed Development in Action, RGCDC
– Mission –
“To pursue community-wide healthy economic and social development that enriches traditional cultural values and
historical uses of the land while supporting the peoples’ voice in development and reducing poverty through
entrepreneurial enterprise”

Rio Grande Community Development Corporation is a nonprofit based in Albuquerque that provides a
support infrastructure to community members in the areas of economic development, education,
community health, and land use issues. As the QEDF and the Village Council continue to explore their
collective roles, this group may serve as a useful resource.

3.4 Participatory
Participatory Economic Development describes a style of community development that encourages
input so that any one person, group or point of view does not dominate the development process. The
advantages of this approach are that, (1) a broader range of people brings a broader range of ideas to
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the process, (2) participation fosters ownership and support, and (3) it builds trust between
organizations, beneficiaries and leaders.
The strategies put forth in this plan were created with community participation and include steps to
maintain this focus during implementation. Some key considerations for the Village and the QEDF
throughout this process include the following:
1. Engagement. Be honest about how participatory you can allow different strategies to be and
why. It is important to manage expectations at the beginning of each program by letting
participants know if they are collaborators or leaders.
2. Define the Target Community for Each Strategy. Participants will vary depending on the
strategy. For instance, setting up free Wi-Fi in the Village Center affects a completely different
group of people than, say, the creation of a Farm Machinery Cooperative. By tailoring outreach
to those most affected, you will avoid a community-wide burnout from too many meetings.

Participatory Development in Action, Risks
Bringing people in on projects before they are ready can have serious consequences. The main risk is that a
strategy will galvanize the community and subsequently fail to deliver during implementation. This jeopardizes the
outcome of future efforts as the legitimacy of the implementing partner (i.e. the Village, the QEDF, etc.) is called
into question.

Maintain Legitimacy through Thoughtful Participation
In December 2014, only six months after the closing of the mine, a cyber security company, Portal Locks,
organized a job fair in Questa to accept applications for an initial 50 positions. The goal was to hire 200-300 new
workers by the third quarter of 2015.7
Ultimately, none of the applicants were hired and Portal Locks failed to secure a facility or a loan to start
operations, as a result of having, “no revenue and an unrealistic business plan.”8 While Portal Locks may have had
good intentions, the outcome was that a lot of people in a difficult situation were let down and, as a result, are still
wary of the economic development process and unlikely to engage on initiatives in the future.

3.5 Sustainable
Sustainable development reflects the ability of the community to adjust to the social and economic
needs of its residents while preserving the environment’s ability to support it. This Guiding Principle
directs the planning process in a number of ways. First, strategies are evaluated on long-run impact to
ensure they provide economic benefits to current and future generations. Second, the focus for these
ideas necessarily shifts from the traditional concern with increasing growth to reducing social
dependence on economic growth.

7
8

Cleary, Elizabeth. "Software Plant to Create 50 New Questa Jobs." The Taos News. 22 Nov. 2014. Web. 31 July 2015.
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The concepts are applied to strategy recommendations in the following ways:
1. Structural Longevity. As resources are limited in the community, preference is given to
opportunities with the best potential to provide on-going value to the community, its citizens
and the local government. For example, using QEDF funds to subsidize façade improvements for
every business in the Village Center provides a short-term solution to beatification. Establishing
a tax incentive program for local business owners to upgrade their own properties, on the other
hand, creates a mechanism that will encourage façade improvements this year and into the
future.
2. Continuous Value Creation. Preference is also given to projects
where an initial injection of resources (money, time, talent) leads to
continued value creation. An example of this in Questa is the Trout
Unlimited River Restoration. Funding the entire restoration would
have been both impractical an unwise. Funding the initial planning
phase, however, was enough to create momentum and encourage
other agencies to support the project. Ultimately, an investment of
$60,000 resulted in a product worth over $800,000.
3. Conscientious Growth. The need for economic expansion in Questa is undeniable. The
strategies in this plan recognize the urgent need for significant change and also the expressed
desire to preserve the cultural identity of the community. The two are not mutually exclusive.
For example, cultural tourism packages promote the historic landscape of Questa in a unique
and authentic way.
Village leadership tours the Red River Restoration, 2015

Local Economic Development Strategy for the Village of Questa

20

Petroglyphs on the Rio Grande 2015

4. Enabling Factors
Effective economic development is a complex phenomenon that encompasses a multitude of social,
economic, and political determinants. This section builds upon inter-dependent factors identified in the
Phase Two Asset Inventory. These elements are crucial, both as mechanisms for affecting positive
change and as independent outcomes of the development process.
The concept of the enabling factor comes from behavioral science and describes forces that either help
or hurt individual, collective or environmental change based on the level of availability. Essentially, if
Guiding Principles describe the why, the Enabling Factors tell us how. For each of these categories,
Petroglyphs presents leading strategies and explores the key activities, major economic impacts, risk
inherent to implementation, and, finally, the overall feasibility of each recommendation.
The subsections of this chapter include the following factors:
1.

Human Capital. Human Capital is defined as productive wealth in labor, skills and knowledge, the
cornerstones of economic competitiveness. In Questa, this includes out-of-work miners, contractors,
teachers, students, municipal employees, etc. Human Capital impacts economic development in significant
ways and an appropriate investment here generates high returns over long periods of time, especially in
training and education.

2.

Infrastructure. The built environment has a significant impact on economic development. It requires
substantial investment and a commitment to future growth. This physical capital is embodied in tools and
productive equipment, and facilitates development while supplying essential services. Effective
infrastructure projects also fuel other enabling factors, particularly Human Capital and Natural Resources.

3.

Natural Resources. For nearly 100 years, Questa depended heavily on use of the natural
environment as a source of economic activity. Today, without the benefit of the mine, the emerging
regional economy can build upon outdoor recreation and eco-tourism. The change requires an
investment in stewardship and a significant shift in the community’s conceptual framework.

4.

Financial Wellbeing. Economic growth is often quantified by the overall productivity of financial
capital in a community, Assistance is needed in Questa to build wealth and retain wealth. As the Village’s
resources are limited, the community will necessarily outside of the community to establish viable
partnerships. Potential partners include state and federal institutions, CDFIs, Chevron, and ongoing
support from philanthropic organizations.

5.

Communication & Marketing. Communication and Marketing deals with ongoing efforts to
effectively communicate the Questa brand. Strategies in this section focus on reputation management and
communication methodology. This is considered an enabling factor as it provides a general context for
understanding the community as well as tangible tools to move specific strategies in the Major Categories
section forward.
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4.1

Human Capital

Human capital describes innovation, creativity, know-how,
and learning capacity. It a significant driver of economic
development, following the adage that ‘knowledge is
power.’
Providing new opportunities for learning and exchange
increases Human Capital, and it is gained in degrees.
Recommendations in this arena focus on harnessing a
regional commitment to these opportunities and to
provide practical connections between local resources
and skills.

Photo Credit, Office of the State Historian, Another Time in This Place

GOAL
Bring people together, promote opportunities and motivate people to take action
1. Involve and educate community members and regional stakeholders, help shape opinion
and galvanize a commitment to act.
2. Attract and collect resources, compile information, and shape ways for deploying these
resources to “catalyze” change in problems addressed and opportunities seized.
3. Organize people and stakeholders to develop skills; coordinate a sustained effort to build
positive qualities; enable the community to address its problems and grow opportunities.
Year1

Years 2-3

Years 4-5

Strategy 4.1.1 Workforce Coalition Meetings
Action: Provide stakeholders with timely information about job
opportunities, labor availability and opportunities for workforce training.
Strategy 4.1.2 Online Workforce Development Network
Action: Creation of an on-line portal with up-to-date information of
employment opportunities and employer/job-seeker profiles

4.1.1 Workforce Coalition Meetings
Assisting community members through the transition to new jobs is an effective tool for economic
development. The Village of Questa, the QEDF, UNM-Taos and Taos County have already taken a
leading role in this effort with the organization of job fairs and job training resources. This strategy
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builds on the success of these stakeholders and addresses the ongoing need for coordinated workforce
development services in the region.
Quarterly Workforce Coalition Meetings provide a venue for sharing knowledge and exploring
strategies. QEDF’s Executive Director can act as the moderator and provide the group with regular
updates on regional job opportunities, ongoing workforce training activities, and any applicable market
trends.

I.

II.

Key Activities
1. Coordination
Year Two

The QEDF reaches out to local organizations, institutions, and individuals
involved in workforce development anywhere in Taos County, and set a date and
time for the initial four meetings.

2. Evaluation
Year Three

Participants review progress from the past year and determine whether the
meetings produced results (i.e. contributed to job creation in the region) and if
the program will continue on to a second year.

Key Impacts
1. Knowledge Sharing.
Through regular, structured meetings, local development professionals create a better understanding of
the ongoing work and available resources in the community. This helps to avoid redundancies in service
and also to support workforce development through shared success stories.
2. Regional Network Development.
Face-to-face networking creates close and natural relationships and increases the potential for interagency collaboration.

III.

Risks & Control
Risk

Control

1. Limited Stakeholder Catchment.
Limited participation leads to an incomplete
understanding of the regional economy and
opportunities.

•
•
•
•

Get buy in on value upfront
Central location & good timing
Active facilitation & promotion
Honed meeting agendas

2. Excessive Intervention.
There is a risk that more meetings will create an
unnecessary bottleneck in development efforts.

•
•

Limit meeting times and frequency
Coordinate with other efforts
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IV.

Financial Feasibility
1. Estimated Overall
Cost
$5,000

This is a voluntary program with few expenses. Primary costs include light
administration (estimated below 180 hours/year), and minimal budget for food,
presentation materials and communications. Administration could be offset
with a high school intern or VISTA Volunteer (for next 2.5 years).

2. Return on
Investment
Low-Med

Job tracking and high potential to leverage involvement from regional
stakeholders with little cost to the Village or QEDF.

3. Social Return on
Investment
High

Labor market intelligence leading to the extension / creation of effective
workforce development programs reduces the social costs associated with
unemployment.

4.1.2 Workforce Development Portal
For job seekers, the Village creates a highly localized online Workforce Development Portal providing
up-to-date information on employment opportunities, job fairs, and rotating profiles of local and regional
organizations. The goal is not to compete with New Mexico Workforce Solutions, but to create a
tailored suite of tools and resources specifically for community members.

I.

II.

Key Activities
1. Network Development
Year Two

Survey businesses and organizations to create an initial inventory of key
opportunities in the region

2. Network Management
Year Two

Populate the website with findings and key resources

3. Network Evaluation
Year Three

Assess the utility of the site using web analytics and a survey sent to
featured organizations and active users. Determine whether to continue
the program into Year Three

Key Impacts

1. Reduced Hiring Costs to Employers and Job Seekers.
Workforce linkages reduce costs through lower and quicker turnover in hiring.
2. Reduce Unemployment Costs.
A successful program reduces unemployment benefit expenses, as residents find employment
faster. Less unemployment means more local spending, and subsequently higher GRT.
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III.

Risks & Control
Risk

Mitigation

1. Limited Engagement. Low employer involvement
is a significant risk. Large firms are most likely to
participate, but small organizations make up a larger
proportion of the local economy.

•

Meet with employers individually to
encourage buy-in

2. Replication. Creating a database of job seekers and
employers that is highly localized may clutter a market
place already filled with similar information.

•

Differentiate services, focus more on
creating awareness about market and
industry activity in the community

IV.

Financial Feasibility
1. Estimated Overall Cost
$10,000

The largest program cost is the design and development
of the web page. The QEDF Executive Director would
be responsible for upkeep and population.

2. Return on Investment
Med

Potential to connect residents to jobs, resulting in taxes
and economic activity.

3. Social Return on Investment
High

Reduction and recovery of costs associated with
unemployment

4.1.3 Resources, Human Capital
NAME

CONTACT

Angel Fire Chamber of Commerce

Angelfirechamber.com

New Mexico Workforce Solutions

Jobs.state.nm.us

NMEDD & NMFA

Gonnm.biz

QBEN

Questa Local Business Network

Red River Chamber of Commerce

Redrivernewmex.com

Taos County Chamber of Commerce

Taoschamber.com

Taos Ski Valley Chamber of Commerce

Taosskivalley.com

TEN

Taosten.org

UNM-Taos

Taos.unm.edu

Local Economic Development Strategy for the Village of Questa

25

Petroglyphs on the Rio Grande 2015

4.2 Infrastructure
Infrastructure provides the necessary foundation for community development. It includes physical
resources that are essential to the overall growth and expansion of the Village. In Questa, as in many
rural communities, large infrastructure development carries a high cost per household.
Building capital in this arena supports the community with basic and essential services. It also lays the
groundwork for future economic opportunities.
Village leadership has shown incredible foresight leading up to the shutdownof the mine by developing
key assets, most notably the Business Park. Recommendations in this arena focus on further leveraging
these assets to ensure the sustainable development of a diverse, post-mining economy.

GOAL
Prepare for economic growth and improve the built environment
1. Plan for an economy that will sustain the community for the next 100 years
2. Collaborate with external organizations to improve basic services
3. Improve the downtown environment for visitors and residents

Year1

Years 2-3

Years 4-5

Strategy 4.2.1: Business Park Planning
Action: Invest in planning to secure grant funding
Strategy 4.2.2: Metropolitan Redevelopment
Action: Implement the Metropolitan Redevelopment Plan

4.2.1. Business Park Planning
The Questa Business Park was developed in 2008 in a cooperative effort between the Village, Chevron
Mining, the U.S. Army Corps of Engineers and the New Mexico Environment Department. Chevron
donated the land, the QEDF paid for a site development plan by JM Consulting, and the state legislative
fund financed the purchase the first building on site (now home to TMEB). The initial vision for the park
included “tourism promotion, light manufacturing, and a small-business incubator–with an emphasis on
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renewable energy.”1 Seven years later, the park has new life, with the anticipated arrival of Taos
Mountain Energy Bars. However, attempts to fill the remaining 14 parcels on the property have not
been successful.
The park needs to be updated. To be applicable to for grant funding, however, the community needs to
invest in a preliminary study updating past efforts and accounting for gaps in service such as natural gas
availability. This section addresses the incremental steps necessary to qualify for funding from the
NMEDD for improvements. The information in this section summarizes information provided by Amalio
Madueño and his firm, Community Development Consulting Services.

I.

Key Activities
1. LEDA Ordinance
Year One

The Village updates LEDA ordinance to include Business Park development plans

2. Feasibility Study
Year One

The Village evaluates costs to expand the Business Park, including an estimation
of required industrial space, a traffic improvement plan, and a water treatment
system impact plan.

The Village prepares a Quality Improvement Plan with Taos County and the
3. Quality
Improvement Plan North Central New Mexico Council of Governments in a concentrated effort to
attract Capital Outlay
Year One

II.

Key Impacts
1. Leveraged Development.
Investing in predevelopment demonstrates a commitment to future growth and creates an opportunity to
attract external support
2. Recruitment.
With a framework for development in place, the Village legitimizes its position as a post-mining economy
open to diversification.

III.

Risks & Control
Risk
1. Unsuccessful Recruitment.
Recruitment must be proactive.

1

Control
•

The next TMEB needs to be lined up as soon as possible
to, (1) justify funding, and (2) ensure occupancy

Dennison, Andy. "Questa: Set to Market Its Business Park." 23 Dec. 2008. Web. 1 Aug. 2015.
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IV.

Financial Feasibility

1. Estimated
Overall Cost
$50,000

The last round of planning cost the Village $50,000. While the full scope of this
assessment is unlikely necessary, there are additional considerations/costs for this
round, including natural gas, legal fees for the LEDA update, extended engineering
for the existing facility, and so on. This will serve as a baseline figure.

2. Return on
Investment
High

Despite the considerable work required for this project, past performance
indicates a high rate of return. In 2008, a predevelopment investment of $50,000
resulted in funding of $625,000 for the Kit Carson building from the State
Legislative Fund and an additional $480,000 in LEDA funding in 2015.

3. Social Return on
Investment
High

This will have high visibility and be noticed in the local and regional community.

4.2.2 Metropolitan Redevelopment, Near-Term
As part of an ongoing engagement with the New Mexico MainStreet program, the Village is currently in
plans to improve the economic and physical conditions in the Village Center. These efforts are part of
Metropolitan Redevelopment Area (MRA) Plan, funded by the state to remove blighted conditions in the
community and stimulate economic activity. Potential projects include: “land acquisition/assembly;
building improvements and demolition; zoning regulations; transportation and parking improvements;
community facilities; and/or housing.”2
As this process is currently underway, this section will review the issue in brief and addresses existing
conditions that need to be addressed in the near-term to improve the overall aesthetic of the
community, attract tourists and encourage local investment in local businesses. The activities outlined in
this section summarize input from the MainStreet Planner, Charlie Deans, and his firm, Community By
Design.

I.

Key Activities
1. Building
Improvements
Year One

2

Community by Design identifies a high number of “vacant and underutilized
commercial and institutional properties, [that] contribute to the declining
appearance of the Village center.” These need to be addressed in Year One as
the Village begins to actively recruit visitors and businesses to the community.

"Downtown Las Cruces Metropolitan Redevelopment Area (MRA) Plan." Web. 1 Aug. 2015.
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Community by Design identifies a number of issues with the pedestrian
environment, including unsafe curbs, sidewalks and parking conditions. These
problems affect both potential visitors and local residents.

2. Pedestrian
Environment
Year One

II.

Key Impacts

1. Quality of Life.
In addition to safeguarding residents from unsafe curbs and parking hazards, the Metropolitan
Redevelopment Area (MRA) Plan contributes to the overall quality of life in the community, making it
more attractive to businesses, visitors and locals alike.
2. Demonstrated Capacity for Growth.
Successful implementation helps local leadership understand the mechanics of municipal redevelopment,
instilling a skill set essential for long-run economic development.

III.

Risks & Control
Risk

Control

1. Prioritization. Due to the high number of
necessary interventions in the community, there is a
risk that small-scale infrastructure improvements will
be moved down the list of essential activities.

IV.

•

Recruit community members to be
‘champions’ for municipal development
and spearhead essential updates to the
municipal infrastructure.

Financial Feasibility
1. Estimated Overall Cost
TBD

The MRA planning process is still underway at the writing of this
report.

2. Return on Investment
Med-High

Infrastructure improvements encourage visitors and residents to
spend more time in the Village Center and more time patronizing
local businesses.

3. Social Return on Investment
High

Visible updates to the built environment enhance the overall
quality of life for the people in and around the Village.
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4.2.3 Resources, Infrastructure
NAME

CONTACT

Healy Foundation

302-651-1972

LEDA

gonm.biz

Santa Fe Community Foundation

santafecf.org

Taos Community Foundation

Taoscf.org

The Catholic Foundation

Thecatholicfoundation.org

The Chase Foundation

Chasefoundation.com
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4.3 Natural Resources
With the shutdownof the Chevron Mine, strategies for development focus on the land as a different
kind of resource, one that, with proper stewardship, will continue to support the community for
generations. This shift requires a significant change in the community’s conceptual framework and, with
it, the formation of new organizational structures.
This enabling environment is reflected in efforts to improve the overall quality of life for Questa’s
residents through sustainable and well-managed development efforts.

GOAL
Build new economies and safeguard existing resources
1. Assess existing resources to determine the extent of available land and water
2. Expand access to local resources by building healthy habitats.
3. Secure key resources in the region through collaborative efforts to maintain historic assets.
Year1

Years 2-3

Years 4-5

4.3.1: Village Water Audit
Action: Evaluate existing resources in the region
4.3.2: River Restoration
Action: Improve local fish habitats and create opportunities input
4.3.3: Land & Water Trust
Action: Create a formal trust to secure land and water resources

4.3.1 Village Water Audit
Natural resources are critical to the long-term health of the Village. A technical review of existing water
use in the community provides a foundation for growth, particularly with regards to water rights
acquisition and the foundation of a Land and Water Trust.
This section outlines key activities, impacts and risks specific to this opportunity, and provides an
overview of the overall financial feasibility for implementation. This is provided with input from Clay
Culver, Geohydrologist.
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I.

Key Activities

II.

1. Regional
Resource
Mapping
Year One

A regional basemap would encompasses the Colorado-NM boarder to the
north, the Red River stream channel to the south, the flank of the Sangre de
Cristo Mountains to the east, and the Rio Grande stream channel to the west.
Mapping activities include data acquisition & analysis, site reconnaissance and
basemap preparation. This assessment provides a thorough understanding of
land use in the region affecting / supporting the Village.

2. Municipal
Resource
Inventory
Year One

The full extent of Questa’s municipal demand can be calculated by extracting
data from the NMOSE WATERS database and current adjudication records for
Questa. Ideally, the catchment area for this analysis mirrors the regional
basemap. Activities include data acquisition & analysis and site visits with existing
water users and landowners.

3. Demand
Projections
Year One

When the Village and the QEDF finish prioritizing initial development strategies,
an annualized water audit is applied to each category.

Key Impacts
1. Resource Awareness.
Understanding the full extent of land & water supply and use in the region enables Village leadership to
pursue strategies for conservation and development that represent the region as a whole. This is
supported by the broader notion of ‘local,’ addressed earlier in Guiding Principles.
2. Transparent Engagement.
A full understanding of available resources encourages a more critical approach to development. For
example, if water resources were scarce, recruiting industries with high use (i.e. brewing, farming,
ranching, etc.) would be out of the question.

III.

Risks & Control
Risk
1. Access to Complete Data.
In theory, adjudicated rights should be easy to
assess. However, given the complicated dynamics
of water law in the state, a complete assessment
may be untenable.
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Engage the primary water users and
regulators in the region and encourage
transparent dialogue in the interest of
participatory, sustainable development.
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IV.

Financial Feasibility
1. Estimated Overall Cost
$10,000

The Village and the QEDF can engage a third-party
technical advisor to complete a thorough, regional
water audit, including future use projections, for
$10,000.

2. Return on Investment
Medium

This analysis may reveal regional market opportunities
that allow the community to conserve resources.
However, a return on investment is not guaranteed.

3. Social Return on Investment
High

A transparent assessment of water and land in the
region reduces resource exploration risk for businesses
and allows individuals to make decisions based on a full
accounting of this crucial enabling factor.

4.3.2 River Restoration
Over the past year Trout Unlimited has implemented a comprehensive river restoration project just
outside of the Village, stimulated by predevelopment funding from the QEDF. This fall, when
construction is finished and the Red River is fully stocked, Questa will benefit from an enormous influx
of anglers and outdoor enthusiasts.
Questa has an opportunity here to distance itself from the negative conatations of being associated with
a Superfund site. This section addresses a collaborative effort to extend the restoration down through
the Village, past the hatchery and on to, La Junta, positioning the Village directly at the center of the best
trout fishing in the state.
The strategies outlined here are provided with input from Toner Mitchell and Trout Unlimited.

I.

Key Activities
1. Restoration
Expansion
Year One

Collaborate with the town of Red River, Trout Unlimited, and others to secure
funding for Phase 2 of the Red River Restoration. Consider expanding the scope to
the habitats along Comanche Creek, Rio Hondo and the Cimarron.

2. Take
Ownership of
Local Assets
Year One

Leveraging the completion of the restoration throughout the community: create a
yearlong program in the schools focused on water conservation and environmental
stewardship; sponsor river cleanup days for Headstart and Ancianos; work with
LEAP and OCHO and Locology on an art show / event at Forest Service
headquarters.
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II.

Key Impacts
1. Brand Identity.
The restoration will attract a number of first-time visitors to the Village whose first impression of the
community is a healthy charging river and the National Monument.
2. Environmental Stewardship.
By prioritizing the conservation of natural resources in the Village as a component of economic
development, the community acknowledges that the two are interconnected.

III.

Risks & Control
Risk

Control

1. Project Management & Communication
The last round of restorations suffered from a lapse in
communication between implementing partners

IV.

•

Avoid uncertainties with an explicit
Memorandum of Understanding between
all partners

Financial Feasibility

1. Estimated Overall
Cost
$20,000-$60,000

The Village has limited resources for development. To leverage local
resources, the QEDF can fund another round of planning. Actual cost will
depend on the scope of work.

2. Return on Investment
High

The current restoration project leveraged over $800,000 from the QEDF’s
initial $60,000 grant.

3. Social Return on
Investment
High

Community members regain access to a historical asset.

4.3.3 Land and Water Trust
Access to land and water is a major economic determinant for communities in New Mexico. In Questa,
there is a limited supply of both. This section addresses general and water issues in the community and
presents a cooperative framework for creating a land and water trust. The Trust’s vision and mission
will be to ensure a 100-year sustainable supply of ground and surface water, constantly monitored to
verify fulfillment of this mission.
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Land Trust Basics
The primary objective of the Land and Water Trust is to protect the value of working lands and
guarantee a reliable, regional water source for community and economic development. While chartered
to serve a public and social mission, this Trust will be structured for self-sustaining financial performance
through earned income from operations, with any surplus earnings reinvested in community and
economic development projects.
The acquisition of water rights in a trust follows one of two pathways, fee land transactions and
conservation easement transactions.
1. Fee Land Transactions. Land and Water Trusts acquire fee title to land by purchase or
donation, which they may choose to hold and manage for the long term, transfer to public
ownership or sell to a private party, subject to a conservation easement. In Questa, certain
rights may be restricted to specific uses, such as irrigation, and a transfer of land does not
automatically include a transfer of water rights.
2. Conservation Easement Transactions. Land and Water Trusts also acquire rights using
permanent conservation easements that leave the underlying land ownership intact. In this case,
landowners agree to restrict future land use and, in exchange, are eligible for tax benefits from
the charitable donation of easement value and/or receive direct payment for the full or partial
value of the easement.

Resource Demand, Questa
Securing access to natural resources is crucial to economic development efforts in the Village. Key
demand determinants include farming and ranching, municipal water consumption, and business
development.

1. Municipal Growth
In 2010, Questa was home to approximately 1,820 people. The reported groundwater
withdrawal that year was 295 acre-feet (AF) and the calculated water use rate was 130 gallons
per capita per day (GPCD)1. This represents an increase of 11 GPCD since 1995.
Though the reported use is within an acceptable range for communities of the same size in the
state (table 1), the community does not have adequate resources to service this demand. In
2010, the Village held a rolling water debt to the State of 3,644.03 AF. In 2015, the Village was
able to buy down the remaining debt of 1,200 AF with a deal that included the purchase of 58
AF from a local landowner for approximately $318,000.

1

	
  Longworth,	
  JW,	
  et	
  al.	
  (2013)	
  “New	
  Mexico	
  Water	
  Use	
  by	
  Categories	
  2010”	
  New	
  Mexico	
  Office	
  of	
  the	
  State	
  
Engineer	
  Technical	
  Report	
  54,	
  Table	
  7	
  

Local Economic Development Strategy for the Village of Questa

35

Petroglyphs on the Rio Grande, 2015

Table 1, Municipal Water Use

Communities in Taos County

Population (2010)

GPCD (2010)

Various

<500

<100

Taos

5,301

111

Mountainair

1,600

125

Questa

1,820

130

Estancia

2,200

138

Moriarty

1,763

266

2. Business Development
Water availability is crucial as the Village focuses on recruiting and growing industries in the
community. While actual water use for a given facility will be heavily influenced by its industry,
access to resources will remain a perpetual limiting factor.
One potential entrant is Taos Mesa Brewing, a local craft brewery that has expressed an interest
in relocating to the Questa Business Park. In general, breweries of this size require a substantial
amount of water for production. For this group and many other potential entrants, relocation
will be highly contingent on the consistent availability of resources. .
3. Farming and Agriculture
Like industrial manufacturing, the growth and retention of agricultural activity in the community
depends heavily on a consistent supply of water. Table 2, below, includes comparisons of the
water demands for alfalfa, barley and wheat and shows the relatively high water use required by
alfalfa.
For purposes of estimating general water use, the consumptive use rate for alfalfa is taken as 33
in/yr. (2.75 ft.), barley is taken as 19 in/yr. (1.6 ft.) and wheat is taken as 19 in/yr. (1.6 ft.). It is
estimated that the consumptive use for one acre of alfalfa would be 2.75 AF/yr. irrigation water.
The consumptive use for one acre of barley or wheat would be 1.6 AF/yr. These estimates do
not consider local variations in evapotranspiration, delivery efficiency or head gate delivery
needs.
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Resource Supply, Questa
The effective implementation of this program depends heavily on the supply of resources in the region.
With the recent transfer of rights from the Top of the World Farm, the largest stakeholder in the area
is Chevron.
Though the recent New Mexico Tech report did not include an explicit inventory of Chevron’s
resources, the NMOSE WATER database identifies three permit numbers significant to determining the
Chevron/Molycorp water rights status – permit 1432, permit 14117 and 14117-x. Engaging with
Chevron for the purpose of creating a trust requires a more detailed assessment of available resources,
as well as a determination of their financial requirements with regards to the transfer or lease of their
resources.
• Chevron Water Resources. While the extent of Chevron’s holdings is not clear, The Taos
Regional Water Plan provides some data from which the Chevron/MolyCorp water assets may
be estimated.
“… In 2000 MolyCorp’s molybdenum mine accounted for 2,578.6 AF/yr. of
groundwater withdrawals and 515 AF/yr. of surface water withdrawals with a
return flow rate of 83 percent.” (DBS&A, 2008, Chapter 6, p. 6-33)
The combined withdrawal was the sum of surface and ground water use of 3093 AF/yr. The return flow
was calculated at 2567 AF/yr. The difference (526 ac-ftyr) indicates total water use in 2000.
In order to hold the various mining and related permits for operation, Molycorp had to obtain sufficient
water rights to cover or offset planned usage. In this case, the minimum water asset required was 526
AF/yr. Ultimately, the extent of the Chevron/Molycorp water asset holdings is unknown. What is clear,
however, is that a prudent mining plan would include significant budgets for contingencies.
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Securing Land & Water Rights
Securing land and water for the community requires a more complete understanding of both the volume
of Chevron’s holdings and the extent to which these resources are available for lease or purchase. In
theory, all excess rights may be made available for conservation and put into the Trust.
To secure these rights, the Land and Water Trust needs to clearly articulate the following:
1. Market Value for Local Water Rights. The water rights market is not clearly defined.
Unlike other commodities, water is not tracked. If Chevron decides to sell or lease its rights,
the community will need to understand the market value of these resources. One recent
example is a transfer that occurred in the Village in April 2015. The transaction was between
the Village and a private individual belonging to the Llano Irrigation Ditch Co. There, the Village
paid approximately $5,500/AF for consumptive use for 58 AF.
2. Transfer Options. Water transactions may be temporary or long term, with variations
within those categories. With temporary transactions, rights holders could voluntarily make
resources available to the trust in arraignments that provide access for short-term use, longterm stewardship and, in the case of severe climate conditions, dry-year contingencies.
Under a permanent transaction, rights holders transfer resources outright. This does not
prohibit future use by these parties, but it ensures that the resource is not transferred out of
the region.

Case Study: Rio Grande Headwaters Land Trust
In 2007, the Rio Grande Headwaters Land Trust (RiGHT) launched the Rio Grande Initiative to protect
critical private lands and associated water rights along a 175-mile
reach of the Rio Grande.
RiGHT’s conservation easements include provisions that tie the
surface water rights to the land and require a long-term
commitment to continuing historic irrigation patterns that sustain
the agricultural productivity of the land and the associated riparian
wetlands.
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Case Study: Rio Grande Headwaters Land Trust, Cont’d
The agreements also provide vital return flows to sustain rivers, replenish aquifers and help meet
interstate and international compact obligations of water deliveries to the downstream states of New
Mexico and Texas and to Mexico.

By working closely with local soil and water districts, the local wetland committee, water-user
associations, the state Division of Water Resources, Colorado Parks and Wildlife, the U.S. Forest
Service, the NR CS, the state-initiated Rio Grande Basin Roundtable and many more entities, RiGHT
and partners, such as The Nature Conservancy, Ducks Unlimited, Colorado Cattle men’s Agricultural
Land Trust and others, have conserved more than 22,000 acres of river corridor and associated water
rights, worth approximately $40 million, with more conservation projects in the works.

Key Strategies:
1. Conservation. Using conservation easements RiGHT secured senior surface water rights to
tracts based on historic irrigation patterns, wetlands and riparian habitats.
2. Environmental Stewardship. Once land is conserved, RiGHT’s Stewardship Circle program
works to connect landowners with resources, strategies and funding for further enhancing the land’s
agricultural productivity, as well as conserving wetlands, wildlife habitat and overall land health.
3. Coalition Building. RiGHT participates in a state-initiated Rio Grande Basin Roundtable and
other water-related meetings and planning processes in the community to address the current
water supply and projections for future demands.

Land and Water Trust Planning, Key Activities
Typically, Trusts form with the explicit intention of securing land and water from third parties. When
this is the case, coalition building is crucial to make certain that the resources reach as many people as
possible. This typically begins with the formation of a temporary Advisory Board, a community group
organized to provide guidance on the eventual structure, function and membership of the organization.
The most important role for this group is the articulation of water rights selection criteria and the
identification of specific resources that would benefit the group. For its final act, the Advisory Board
recruits sitting Board members and hand-off strategic planning recommendations.
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1.

Key Activities
1. Formation
Year One

The advisory board creates a list of water selection criteria to identify resources
that best fit the priorities of the trust. Key factors include location, quality projected
application, and, most importantly, environmental stewardship.

•
•

2. Management
Year Two

3. Evaluation
Ongoing

II.

If Chevron leads the process, this involves an internal needs assessment,
taking into account a variable remediation schedule.
If a Community Board leads, it includes an assessment of Chevron’s
objectives. Will the company lease water to a trust? Directly to
landowners? What is the ideal scenario for Chevron? Conservation
easement? Permanent transfer? Temporary lease? If Chevron does not
engage the Board will need to pursue other options.

With sufficient resources, the Trust supports economic development in different
ways. First, it provides a resources to people who move, have someone pass, the
want to keep their water in the community. Second it makes water available for
lease for specific purposes. In this case domestic use, agriculture and conservation.

•

If Chevron leads the process, it commits to keeping its land and water
rights local in perpetuity. For the duration of the remediation, it leases
unused land and water through the trust. Earned revenue from these
transactions cover operational expenses, and a percentage of profits is
disbursed to the to support QEDF economic development activities.

•

If a Community Board leads, revenue is continuously reinvested in the
community to secure resources.

Information is collected and produced online, ensuring complete transparency and
open access to updated and thorough information about project implementation
and development.

Key Impacts
1. Sustained Local Development.
The creation of a Land and Water Trust safeguards local resources and provides a solid foundation for
the next 100 years of Questa’s development.
2. Participatory Conservation.
Water and land are contentious issues in New Mexico. Managing the trust with absolute transparence
promotes a greater public awareness about the scarcity of natural resources and the important role of
environmental stewardship in economic development
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III.

Risk & Control
Risk

Control

1. Perception that putting land and water into a trust is antibusiness.
There is a perception that conservation is synonymous with increased
decreased financial opportunity. In this case, the goal is to increase local
economic growth through access to local resources for the next 100 years.

IV.

•

Promote the program widely
via community meeting, press
release, face-to-face
conversations with famers and
ranchers.

Financial Feasibility
1. Estimated Overall Cost
Low

A volunteer board drives initial planning efforts. Stakeholders
will assume an initial risk but the Trust will eventually be selffunded.

2. Return on Investment
High

Selling water in the desert will generate a positive ROI With
proper management, it will continue to sustain the
community into the future

3. Social Return on Investment
High

A land and Water Trust creates opportunity to stay in the
community.

4.3.4 Resources, Natural Resources
NAME

CONTACT

Albert I Pierce Foundation

Aipfoundation.org

Healy Foundation

302-651-1972

Hewlett Foundation

Hewlett.org

McCune Charitable Foundation

Nmmcune.org

New Mexico Community Foundation

Nmcf.org

New Mexico Energy, Minerals, & Natural Resources Department

Emnrd.state.nm.us

New Mexico Youth Conservation Corps

Nps.gov

PNM & PNM Resources Foundation

pnm.gov

Santa Fe Community Foundation

Santafecf.org

Taos Community Foundation

Taoscf.org

Thornburg Foundation

505-989-1900
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4.4 Financial Wellbeing
Financial wellbeing is a crucial foundational component for the Village of Questa and the people in the
region to ensure long-run wealth and community health. Assistance is needed in Questa to maintain
community wealth and keep families stable. The mine shutdown createed deep economic ripples
through the entire region.
As the Village’s resources are limited, the community needs to pursue viable partnerships and leveraged
opportunities. This includes savings programs, financial education to better manage money, and special
taxes that fuel a local municipality. Partners include state and federal institutions, CDFIs (non-bank
lenders) and philanthropic organizations.
This factor addresses more than income and savings, and plays a crucial role in Questa’s ability to
remain a thriving community and attract outside investments. Small business owners and residents in
low to moderate-income neighborhoods work to redevelop their neighborhood and create jobs by
using the resources of community economic development associations, such as access to investment
capital, relationships with and knowledge of city government, experience in land use and design options,
and training and support for increasing citizen engagement.

GOAL
Fuel financial health and wealth creation through education and savings
Outcomes
Recommendations in this arena focus on community commitment, resources and skills.
1. Create wealth in the community through matched savings programs.
2. Catalyze growth in the Village through policy changes and using tax mechanisms.
3. Enable sustainable financial wellness through community wide education and capacity building,
with focus on mining families and youth programs.
Year1

Years 2-3

Years 4-5

4.4.1: Matched Savings Program (IDAs)
Action: Collaborate with state-wide partners to implement matched savings
4.3.2: Applied Municipal Income
Action: Use tax tools to increase economic development funding
4.3.3: Financial Education Program
Action: Community-wide initiative for financial education
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4.4.1 Matched Savings Program (IDAs)
Questa is home to a number of low-income
families living paycheck-to-paycheck and using
predatory payday lending. The mine
shutdownfurther adds to this challenge, as families
may have to adjust to lower incomes to stay in the
area.

Best practice in economic development today is to
help people not just with incomes, but also with
savings, to foster wealth.
A combination of supports work together: financial
education, assistance to improve credit scores,
budgeting, and a wealth-creating savings goal.

This solution is a basket of interlocking parts to
maintain and increase personal wealth and
community wellbeing: financial education, and credit. There is a national program called Individual
Development Accounts (IDAs). It helps low- and moderate-income households save for a home, higher
education, or business. Participants set up a dedicated account, attend education classes, and get
financial counseling. From this, other programs can plug in, such as VITA – free tax assistance, and EITC
– earned income tax credit.
There are three statewide organizations with experience in IDAs: WESST for entrepreneurs. Prosperity
Works and HELP require a local stakeholder to coordinate.

I.

Key Activities
1. Collaboration
Year One
2. Outreach
Year One

3. Promotion
Ongoing

II.

The Village and QEDF reviews implementing partners and chooses one; signs
MOU. Establish local community connections and bring in other partners. A
VISTA volunteer can get things started as a catalyst.
Draw on existing community organizations and public agencies in the Questa
area that know local citizens to refer and sign up participants. Local networking
to engage and enroll beneficiaries reduces barriers like transportation and
cultural exclusion. Include broad financial education as a component, not just
the savings effort.
Critical mass and a cohort increase program success. Regular promotion of the
program establishes broad based awareness for financial education for
everyone, and positive effects of savings for all.

Key Impacts

1. Increased Savings, Better Budgeting, Wealth Creation.
IDA programs attract state and federal funding, contribute to home purchases & improvements, make
higher education more affordable, and initiate / expand businesses. These activities infuse external funds,
increase the local tax base, and provide wealth investments for Questeños.
2. Reduced Costs.
Financial education and sensitivity for a community increases credit scores which decreases cost for people
for many products and services, including cell phones, insurance, and more.
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III.

Risks & Control
Risk

Control

1. Client Engagement
Attracting a critical mass may be difficult due to
the low, diffuse population

•

Provide Access to a Central Location for
Services

•

Collaborate with local agencies to recruit:
i.e. QEBN, Credit Union, the Church, food
bank

2. Documentation.
•
If the implementing partner is outside the
community, documenting the program requires a
local anchor

IV.

Set clear process (informational, exchange,
how decisions are made)

Financial Feasibility
1. Estimated Overall Cost
Low

IDA program costs are low. A key partner is important.
Regular and ongoing communication requires Village
input. On-site administrative duties can be shared with
the DOI/VISTA volunteer, at least to get things going.
Estimated program launch cost is 200 hours of planning
and engagement.

2. Return on Investment
High

In a typical program, participant match their savings 3:1.
10 participants saving $2,000 each, equates to $60,000,
($40,000 outside capital) into the community. Once
invested in a house, business or education, these
returns are magnified higher.

3. Social Return on Investment
High

Economic activity increases as a result of savings and
investments and creates an environment focused on
asset-building. This is a gateway to community action
and greater financial education efforts.

4.4.2 Applied Municipal Income
Financial Wellness is not limited to individuals. The Village of Questa can also benefit from strategies
aimed at increasing investment to fund local development. This approach is designed to generate funds
for the Village from local tax flows to ensure dedicated capital for economic improvement projects.
These policies can be enacted as a whole, or individually, depending on the political feasibility. They
magnify results together, but may take time to gain attention.
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I.

Key Activities
1. Ordinance for
Property
Improvements
Year One

2. Local Option
Sales Tax
Year One

3. Voluntary
Development
Donation
Ongoing

II.

Village Council passes ordinance focused specifically on property owners in
Village Center. The goal is to incentivize property improvements, by aligning
people’s activity with financial benefit.
Mechanism: the Village provides a cash grant from taxes of 49 cents per $100
assessed value of the difference in tax value before and after a property
improvement. Goal is to encourage business and storefront upgrades
A one-cent local sales tax whose revenues go directly to the Village’s Economic
Development Fund earmarked specifically for local projects.
In NM, the State collects for municipalities, added to the total of state and
county gross receipts taxes. To launch a Local Option Sales Tax, the Village
must enact a local ordinance. While no one likes taxes, this is a small increment
for capital to go to a dedicated purpose that supports the community.
NM specific opportunity is to give residents the option to round utility bills up.
Revenue is collected by the Village and earmarked explicitly for economic
development. This could be an excellent mechanism for ongoing matching of
Main Streets façade improvements or other regular and highly visible local
economic initiatives that add value for local citizens, so they see it and use it.

Key Impacts

1. Increased Municipal Revenue.

The Village increases available revenue specifically for economic development.
2. Main Street Improvements

The entire community benefits from increased activity, including infrastructure updates and building
improvements in the Village Center.

III.

Risks & Control
Risk
1. Public Pushback
Community members may reject the Local
Option Sales Tax and opt out of the
Development Donation
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IV.

Financial Feasibility
1. Estimated Overall Cost
Low

Primary expense for this initiative is staff time and
community engagement. Out of pocket costs are zero
to low.

2. Return on Investment
High

If accepted by taxpayers, these initiatives contribute
directly to economic development in the community. A
match could also be set up to foster and fuel more
activity.

3. Social Return on Investment
High

Infrastructure improvements ease the burden for
improvements on main street and increase spending
overall.

4.4.3 Financial Education Program
In New Mexico, Financial Literacy is not a required course for high school students. While the State
does allow for a financial literacy course to be taught as one of the four math units required for
graduation, it is not universal. To encourage financial education for Questa’s next generation, increased
engagement with the local school district is the key.
Teaching financial elements in schools is just the start of the equation. The other part is community
initiative and involving adults. This cohort can be reached through many means, with QEDF, Questa
Credit Union, local banks, health clinic, and local businesses. The Village recognizing the community
need and promoting solution, such as programs around National Savings Week and billboard
announcements are collective solutions. This effort is a link to additional financial improvement efforts,
like VITA – free tax preparation, and EITC – the Earned Income Tax Credit.

I.

Key Activities
1. Youth Education
Year One

Connect schools and this effort with national and statewide initiatives in savings
and youth economic development.
Work with the schools to establish a youth savings program as well as an
entrepreneurship club to encourage financial literacy.
Hold a competition at the end of the year or the semester to reward students
on different topics.

2. Collateral
Materials
Year One

Invest in bilingual materials in print and on the community website focused on
debt, income, savings and assets. The FDIC provides useful tools through its
Money Smart Program for free. Include banks as partners to fulfill their
Community Reinvestment Act (CRA) obligations.

Local Economic Development Strategy for the Village of Questa

46

Petroglyphs on the Rio Grande, 2015

3. CommunityWide Initiative
Ongoing

II.

Led by the Village and QEDF, with local partners including the Credit Union,
matched savings program, UNM-Taos, the food bank, the Church and others,
have a community campaign for financial education and awareness.
Bring in additional financial improvement programs, including IDAs (matched
savings) for youth, EITC, VITA, and tax assistance for low-income people.

Key Impacts
1. Build Skills.

Students and adults gain skills and resources from increased personal financial education in
schools, homes, and in the community.
2. Cultural Narrative

The Village creates a cultural narrative focused on financial aptitude and economic growth,
starting in the schools and extending into the homes.

III.

Risk & Control
Risk

Control

1. Participation
•
People may chose not to participate
or don’t see the issue as a priority

IV.

Get buy-in on value upfront from
partners (Questa Credit Union, Food
Pantry, etc.)

Financial Feasibility
1. Estimated Cost
Low

Primary program cost is time commitment from stakeholders and partners.
Training materials are widely available for free. Competition prizes can be
donated.

2. Return on
Investment
High

By supporting and nurturing financial education and entrepreneurial skills in
the schools, the Village supports the next generation of fiscally sound
citizens, fuels new business, and improves student financials.

3. Social Return on
Investment
High

Community awareness of financial education leads to better sensitization to
address money problems. Community cohesion and pride improve the local
environment.
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4.4.4 Resources, Finacial Wellbeing
NAME

CONTACT

ACCION NM

ACCCIONNM.org

NMEDD

gonmbiz.com

Questa Credit Union

Questacreditunion.org

RDC

rdcnm.org

SCORE

santafescore.org

UNM-Taos Small Business Development Center

nmsbdc.org

WESST

Wesst.org
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4.5 Communications & Marketing
Outreach is a crucial component of the economic
development process. This section focuses on
strategies designed to create and communicate the
Questa brand. These tactics are about more than
bringing in tourists, they focus on crafting a
consistent vision for the community and sharing
that with residents, outsiders, businesses and
others.
Recommendations in this arena focus on
community values, communications infrastructure,
and marketing methodology.

GOAL
Identify and Promote Local Values
1. Strengthen Questa’s Year-Round Economy
2. Foster an appreciation of Questa’s rich history and vibrant culture
3. Communicate Questa’s environmental and cultural stewardship to visitors, residents and
businesses
Year1

Years 2-3

Years 4-5

4.5.1: Brand Development
Action: Increase access to digital infrastructure through a free municipal
Wi-Fi Pilot and technology/training for individuals and businesses
4.5.2: Community Marketing
Action: Include local business in community promotion through internal
and external communications
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4.5.1 Brand Development
A community brand is about integrity, consistency, and a common voice shared by all. A strong
community brand will foster a sense of pride and satisfaction by locals, attract new businesses to the
community, recruit and retain human capital, and increase tourism.
Simply put, a brand reflects the impressions created in the minds of people as to what a product,
service, or in the case of Questa, a community stands for. The goal, over time, is to ensure target
customers have the right understanding of the brand. There are three critical elements—brand, branding
and marketing—that comprise the successful development of strong, unified community brand. Each
component must be addressed to put the Village of Questa "on the map."
This strategies presented here are provided with input from Jim Glover and The Idea Group.

I.

Key Activities

1. Brand Values
Year One

2. Brand Positioning
Year One

II.

Survey community members and identify elements in the
community that need to be addressed to enhance the Questa
brand; review past marketing and branding efforts
Identify appropriate marketing targets in the Village of Questa
(potential residents, businesses, organizations and visitors) and the
related benefits (both physical and emotional) that will appeal and
attract targets. The goal is to create an overall positioning that
enables Questa to be perceived as #1 in the minds of its targets
related to offerings and benefits. This information will be the
foundation for compelling messaging that promotes local assets
and competitive advantages.

Key Impacts

1. Village Develops A Brand Reflecting its Significant Transformation.
The Village is transitioning to a post mining economy. A significant part of this change is a focus on
new economies and new strategies to encourage growth. The brand should reflect this
transformation.
2. Community Cohesion.
Branding efforts are built on community input and a successful outcome will bring residents together
to think about the next steps in the Village.

Local Economic Development Strategy for the Village of Questa

50

Petroglyphs on the Rio Grande, 2015

III.

Risks & Control
Risk

Mitigation

1. Meeting Fatigue.
In the past year, consultants and community
organizers have inundated Questa. There is a risk
that introducing another in such rapid succession
will not encourage a significant turnout.

IV.

•

Promote the concept internally and lay
the groundwork before seeking
feedback

Financial Feasibility
1. Estimated Overall Cost
$17,000

If contracted out, the cost of initial branding efforts is
$17,000, based on figures provide by Jim Glover from
The Idea Group.

2. Return on Investment
Medium

Potential to attract visitors and companies to the
community, resulting in increased employment,
increased earned-income and higher GRT

3. Social Return on Investment
High

Community cohesion stemming from a unified vision
for the Village

4.5.2 Community Marketing, Long-Term
This strategy presents different marketing opportunities building off the brand identity and the
considerable ongoing efforts of Alberta Bouyer, the QEDF and the Village. The recommendations in this
chapter are compiled with input from Jim Glover and The Idea Group, as well as Jaime Gros and Arien
Gessner from 99 Solutions.
The marketing recommendations here focus on three different target audiences: the local community,
tourists / visitors, and external businesses.
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I.

Key Activities
Engage the community in marketing and branding:

1. Community
Marketing
Year 1-3

II.

•

Set up an annual contest for local artists involving the new brand,
feature the winning design on the Village website

•

Recruit local artists to paint a mural celebrating the history of
Questa in the Village Center

2. Visitors
Year 1-3

Invest in updates to enhance the functionality of the Village Website
including mobile friendly design, blog space, photo gallery, SEO, Google
analytics, and social media tracking pixels

3. Businesses
Year 1-3

Create a recruitment package for new businesses highlighting resources
for relocation, quality of life in the Village, and endorsements from
existing business owners. Include a map of shovel ready sites for
development, local recreational amenities, available housing, etc.

Key Impacts
1. Increased Foot Traffic.
As more New Mexicans become aware of all that Questa has to offer, the Village will experience a higher
volume of visitors resulting in increased spending and GRT.
2. Controlled Exposure to Outside Markets.
The Village has a lot of great assets but needs better publicity. Over the past year, most of the state has only
heard the name Questa in reference to economic disaster and an environmental crisis. Basic outreach will go
a long way to play this down.

III.

Risk & Control
Risk
1. Low-Priority Given the Context
There is a risk that non-incoming generating
strategies will be automatically deprioritized given the
scope and scale of development needs in Questa.
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IV.

Financial Feasibility
1. Estimated
Overall Cost
$26,000

Website design will cost between $2,500 and $12,000, depending on the scope of
work. Maintenance and upgrades over the next two year will cost $3,000-$5,000.
Public artwork, including materials will cost approximately $4,000. Creating and
publishing a recruitment package will cost approximately $5,000. Over the next
couple years, then, these strategies will cost the Village / QEDF approximately
$26,000.

2. Return on
Investment
High

Questa has a strong brand identity and an abundance of natural assets. If
communicated effectively the Village will see a high rate of return.

3. Social Return on
Investment
High

Highly visible, pro-Questa marketing helps create a sense of place for local
residents.

4.5.3 Resources, Communications & Marketing
NAME

CONTACT

Angel Fire

Angelfirechamber.com

New Mexico True

Nmtourism.org

NMEDD & NMFA

Gonnm.biz

QBEN

Questa Local Business Network

Red River

Redrivernewmex.com

Taos County

Taoschamber.com

Taos Ski Valley

Taosskivalley.com

The Idea Group

Ideagroupsf.org
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5. Major Categories
Major Categories are the fundamental areas for economic development focus on specific business and
commercial activities in the community. They were shaped based upon community engagement,
interviews, regional stakeholder engagement, data analysis, national research on rural/post mining
economies, and prevailing best practices in economic development trends.
For each of these categories, Petroglyphs presents the leading strategies and explores the key activities
within each. Consultants examine the major impacts for each, as well as the risk inherent in
development. Finally, consultants evaluate the overall feasibility of the strategy and provide a short
reference sheet of key resources and partners.

1. Small Business and Enterprise. Strategies for small businesses and enterprise
development are focused actions facilitated by the Village and QEDF to foster a stronger
business environment. It is a ‘rising tide to lift all ships’. Small business in this context focuses on
what will generate GRT, support retail in the Village, and increase wealth/quality of life for
Questions.
2. Outdoor Recreation and Tourism. Significant natural areas allowing outdoor recreation
and tourism surround Questa. Strategies in this category focus on leveraging village competitive
advantage in the region. The goal is to establish unique experiences for outdoor enthusiasts and
visitors to the area that use Questa located businesses and/or increase volume of activity in
Questa itself.
3. Agriculture and Food Production. Agriculture and food production are historic core
parts of the Questa economy. Recent history has agriculture as a small income addition, hobby,
or facing decreasing yields. Strategies for this category seek to increase profitability, explore
niche markets with strong margins, work collectively to reduce cost, and provide value add to
raw material to capture more revenue.
4. Housing, Temporary Accommodations and Construction. As Questa attracts
more people to the region, housing and temporary accommodation strategies need to be
addressed that fit the community. Short-term tactics include providing local housing alternatives
to motels and hotels for family/friends that visit, as well as grow appropriate tourism. Long-term
strategies consider wealth creation to improve housing values and support low-income housing.
5. Arts & Culture. This is a major economic driver for Northern New Mexico, especially Santa
Fe and Taos. Strategies in this category provide opportunities for community members to
showcase products, foster place making, and engage with tourists.

Local Economic Development Strategy for the Village of Questa

54

Petroglyphs on the Rio Grande 2015

5.1 Small Business and Enterprise
One of the principal objectives of this plan is to ensure that
the Village maintains a focus on local business development.
This requires a business climate that supports and
promotes local enterprise while simultaneously preserving
the Village’s developmental standards and social values.
Strategies for small businesses and enterprise development
include focused actions facilitated by the Village and QEDF
to foster a stronger business environment. Small business in
this context focuses on activities that generate GRT,
support retail in the Village, and increase wealth/quality of
life for Questeños.
Early Innovators, Rael Bros Inc., 1940s

GOAL
Support business activity and development in the Village center
1. Promote local entrepreneurs through outreach, technical support and branding
2. Attract the attention of Visitors passing through the community with small, visible actions.
3. Facilitate community engagement, collaboration and collective action.

Year1

Years 2-3

Years 4-5

5.1.1: Digital Development Program
Action: Increase access to digital infrastructure through a free municipal
Wi-Fi Pilot and technology/training for individuals and businesses
5.1.2: Small Business Support
Action: Include local business in community promotion through internal
and external communications
5.1.3: Small Business Resource Center
Action: Provide technical assistance and networking opportunities for
Questa’s small business community
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5.1.1 Digital Development Program
On July 17, 2015, the Kit Carson Electric Co-op celebrated the completion of a four-year fiber optic
infrastructure installation. The project was funded by the American Recovery and Reinvestment Act in 2011,
and connects rural communities throughout Taos County, including Questa, to high-speed Internet (one
gigabit upload and download speed).1
This resource presents a unique opportunity for economic development in the region. The program
presented here focuses on two distinct strategies. First, this network can be used to attract foot traffic
and increase economic activity in the Village Center through the provision of a free Wi-Fi zone based
out of the Visitors Center. Second, the QEDF and the Village can help low-income households get
access to training and technology, creating employees for local business and perhaps even remote
entrepreneurs.

1.

Key Activities

1. Free Wi-Fi Pilot
Year Two

2. Tech & Training
Year Three

II.

The Village installs free Wi-Fi zone in the Village Center for six months. During the
pilot period, collect usage data and user behavior. Further impact can be measured
by increased foot traffic, as well as social media activity (i.e. Facebook likes, CheckIns, etc.). If the benefit is marginal, either terminate the project after six months or
keep it in place as a free service to local businesses and residents.
To maximize the use of existing broadband infrastructure in the region, computers
and other technology are made available to low-income families. For both
individuals and businesses, the QEDF and the Village provide training sessions
computer literacy.

Key Impacts

1. Increased Visitation.
Questa is strategically placed to capture visitor foot traffic with free Wi-Fi. For outdoor enthusiasts, it is
the first opportunity for ‘connectivity’ off the trail. For tourists driving between Red River and Taos, it is
the only opportunity. An additional benefit is the pop-up promotion on every travelers phone when the
reach the network.
2. Access to Digital Economies.
Access to broadband is a major economic determinant. Providing basic training and access to technology
opens the door to new markets, job training and remote education.

1

Hooks, Cody. "Kit Carson Lights up Fiber Optic Network." The Taos News. 24 July 2015. Web. 31 July 2015.
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III.

Risks & Control
Risk

Control

1. Service Failure.
For the municipal Wi-Fi zone, it is important to
monitor the quality of service to ensure that the
first impression of Questa is not a crashed
system.

IV.

•
•

Perform daily assessments
Survey business owners and
residents for feedback

Financial Feasibility

I.

Estimated Overall
Cost
$4,500

Setting up a free Wi-Fi Pilot will cost the Village approximately $1,500 for the
service and about 40 hours in monitoring and evaluation time. These costs
can be offset by adding them to the Village budget, finding a local business
group (QEBN) to sponsor it in exchange for space on the landing page or find
a local nonprofit (or trust) to foot the bill.2
Setting up a training program and access to technology will be a volunteerand donation driven project, requiring approximately 80 hours of
administration.

2. Return on
Investment
Medium

Free Wi-Fi has the potential to attract a large number of tourists and visitors
to the Village Center, and the training and technology program has the
potential to generate extra income for residents.

3. Social Return on
Investment
High

Access to information empowers local residents and provides opportunities
for personal growth that go beyond economic development.

5.1.2 Small Business Support
This strategy addresses new ways to increase Questa’s stopping power. These tactics tie to branding
and marketing efforts and explore different opportunities designed to connect visitors to local resources
and businesses. A key component of this initiative is local participation. It takes time and effort to foster
collaboration, coordination, and support. The BLM Vista is a perfect catalyst and coordinator to advance
this category.

2

Lovegrove, Caitlin. "How A Town Can Maintain The Cost Of Internet For A Wi-Fi Zone." How A Town Can Maintain The Cost
Of Internet For A Wi-Fi Zone. 9 Sept. 2013. Web. 31 July 2015.
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I.

II.

Key Activities
1. Asset Map and
Signage
Year Two

Create a branded book of local assets highlighting Questa’s natural resources,
quality of life and community services. Translate this resource into an interactive
map of the greater Questa area emphasizing significant historical and cultural
milestones.

2. Local Support
for Historic
Land Use
Year Two

The QEDF and the Village work with NM Forestry, the BLM and USFS
to clearly identify (and expand) opportunities for community forestry,
including Resource Estimation and Mapping, Forest Firefighting, Logging,
and Slash Recycling

3. Buy/By Questa
Year Three

Implement a ‘Buy Questa’ campaign promoting the economic benefits of local
support; combine this with a ‘By Questa’ competition in which local
entrepreneurs submit ideas for improving the local business environment to the
QEDF, each quarter one is picked for implementation and the winner is
recognized on the Village website.

Key Impacts
1. GRT.
Increased foot traffic in the Village Center, increased economic activity, increased
exposure to new and traditional markets.
2. Positive Experience.
Locals, businesses and visitors notice small visual changes in the region from increased
signage and incremental, community-driven development. These provide something to talk
about. They are also low cost ways to facilitate connections within the community and
from the community outward.

III.

Risk & Control
Risk
1. Lack of Collaboration.
These efforts require cooperation from residents
business owners and policy-makers. Without buyin, they may not work.
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IV.

Financial Feasibility
1. Estimated Overall Cost
$20,000

These are small, low cost items. But, there is some cost.
QEDF/Village expenditures can be leveraged with volunteer
labor, matching funds and other resources but action and
leadership is needed. VISTA can do much of the time/labor.

2. Return on Investment
High

These efforts can lead to direct GRT increase, and wealth
creation for locals.

3. Social Return on Investment
High

This will have high visibility and be noticed in the local and
regional community.

5.1.3 Small Business Resource Center
Questa is challenged by a lack of economic development tools. In larger communities where the demand
for services is high, groups like WESST and SCORE provide free business plan counseling. In Taos, TEN
has a critical mass for monthly speakers. Albuquerque and Santa Fe have start-up weekends, business
incubators, etc.
This strategy focuses on bringing some of these tools to Questa. Though the critical mass may not
justify a formal center, part of the responsibilities of the Executive Director should include:
1. Organizing an event series every three months where guest speakers address critical issues in
the community.
2. Group consultations: industry specific- business planning classes held once a month and open to
all community members.
3. Compilation of training materials for business planning and strategic management. Materials
should be made available online and in print at the Executive Director’s office as a resource
center/lending library.

I.

Key Activities

1. Events
Year One

The QEDF sponsors a quarterly networking event for residents,
businesses and organizations. Guest speakers are invited to attend and
speak on different themes relating to economic development. The
ultimate objective is to provide a context for interaction.
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II.

2. Consulting
Year One

The Executive Director creates a yearlong curriculum and holds
daylong classes once a month addressing Questa-specific business
development concepts.

3. Tools &
Resources
Year One

QEDF compiles bilingual tools and resources applicable to local
development, including business planning guides, marketing tips, and
various white papers focused on all topics relevant to the creation,
retention and growth of businesses and services in the community.
Materials will be made available online and in-person.

Key Impacts
1. Local Capacity Building.
Businesses, employees, and organizations will all have access to qualified information and
advice within the Village. Ideally, this will contribute to increased business activity in the
community, and a subsequent rise in localized wealth and GRT. The target market will include
businesses and service providers throughout Taos County and the Enchanted Circle.

III.

Risk & Control
Risk

Control

1. Relevance.
For this program to work, speakers, classes and
training materials must speak to the specific
needs and opportunities in the community.

IV.

•
•

Coordinate with other local efforts for
training materials
Create original content based on
expressed demand

Financial Feasibility

1. Estimated Overall Cost
$5,000

The majority of these services can be rolled into the
general responsibilities of the QEDF Executive Director.
A $5,000 budget will cover the cost to host events, bring
in speakers and produce print materials for community
members.
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2. Return on Investment
Medium

Using information provided by the Small Business
Resource Center, emerging businesses will learn how to
create and improve operations, resulting in increased
earned income and a larger local tax base.

3. Social Return on Investment
High

From the speaker series and the group lasses, cohorts of
emerging entrepreneurs connect in the Village.

5.1.4 Resources, Communications & Marketing
NAME

CONTACT

Angel Fire Chamber of Commerce

Angelfirechamber.com

Bureau of Land Management

BLM.gov/nm

New Mexico Workforce Solutions

Jobs.state.nm.us

NMEDD & NMFA

Gonnm.biz

NM State Forestry

Emnrd.state.nm.us

QBEN

Questa Local Business Network

Red River Chamber of Commerce

Redrivernewmex.com

Taos County Chamber of Commerce

Taoschamber.com

Taos Ski Valley Chamber of Commerce

Taosskivalley.com

TEN

Taosten.org
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5.2 Outdoor Recreation & Tourism
Outdoor Recreation and Tourism are
significant economic drivers in Northern
New Mexico. Together, the Carson
National Forest, Santa Fe National Forest
and the Pecos Wilderness cover over three
million acres, with 1,300 miles of trails and
63 campgrounds. Near Questa, additional
amenities include the Rio Grande Del
Norte National Monument and
surrounding lands.
In the next five years, state and national
parks are projected to benefit from greater
visitation. Americans enjoy the outdoors as
affordable recreation. Foreigners are
projected to increase travel in the United States. These driving additional foot traffic to parks. Industry
projections are to grow an annualized 1% each year, to $44.2 billion in five years.
Fishing, hunting and wildlife-watching are the primary drivers of the outdoor recreation industry in New
Mexico. In 2011, over 600,000 individuals engaged in one or more of these activities for an average 16
days a year. These participants spent above $50 a day on these activities.

GOAL
Support business activity and development in the Village center
1. Build on existing regional marketing efforts to maximize expose
2. Promote geographic advantages and unique cultural heritage.
Develop strategic alliances with the BLM and US Forest Service.
Year1

Years 2-3

Years 4-5

5.2.1: Improve Access for Tourists
Action: Make Questa the, ‘Official Home of the Rio Grande Del Norte
National Monument’
5.2.2: Support Eco- & Cultural Tourism
Action: Promote local-owned tours of the historic landscape
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5.2.1 Improve Access for Tourists
Branding and marketing rural communities is difficult. With limited resources, it's imperative to clearly
identify assets, target markets and marketing tactics. That way, the community can deploy its resources
strategically to deliver the best return on investment and attract the highest possible number of new
visitors.
This section outlines key activities, impacts and risks specific to increasing tourism activity in the
community. Recommendations are provided here with input from Jim Glover and The Idea Group.

I.

II.

Key Activities
1. Questa, Home of the
Rio Grande Del Norte
National Monument
Year One

Questa sits adjacent to a National Forest and a National Monument. A
Focused effort is needed to leverage these assets for local revenue
generation. The Village can capitalize on its unique position by creating
maps and trail guides with the Village as the epicenter.

2. Inter-Agency Visitors
Center
Year One

The Village should continue to work with the BLM and USFS to create
an inter-agency visitor center in Questa. To expedite the process, the
Village can host a series of fundraising evens with performers and
vendors as well as park staff and sponsors.

3. Online Maps and
Resources
Year One

The Village and the QEDF create an online suite of resource materials
and tools promoting access to the wilderness from the Village. These
include local resource guides for hiking, cycling, fishing, hunting, bird
watching and arts & culture.

Key Impacts
1. Tourist Spending.

If effective, positioning the community as a destination for this cohort will increase revenues
for local businesses and, subsequently, for the Village. Companies that benefit from increased
tourism include guide services, outfitters, restaurants and housing. This increases GRT, jobs,
and local wealth.
2. Emergence of Ancillary Services.

Secondary impacts of more tourism are increased demand for a growing sector that includes
beverage suppliers, restaurant visits, ranch/farm homestays, and more retail spending.
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III.

Risks & Control
Risk

Control

1. Severe Weather Conditions
Severe weather such as drought, heat and fire
are not uncommon in New Mexico and can
detract from tourism.
2. Economic Downturn.
Tourism activity decreases in a bad economy

IV.

•

Economic diversification helps insulate
Questeños from tourism fluctuations.

•

Build relationships with government
entities for continued spending.
Encourage local businesses to have
minimal infrastructure to buffer against
lean times.

•

Financial Feasibility
1. Estimated Overall Cost
Low

Positioning the community as an outdoor recreation
destination requires planning and outreach, which can
be included in general branding. Efforts already
underway to build the relationship with the National
Monument should be supported. These require time
and political capital, but little investment beyond travel.

2. Return on Investment
High

0.1% of the state’s outdoor recreation market equates
to local annual revenues approaching $500,000.

3. Social Return on Investment
Medium

By cultivating an active brand, the Village will attract and
create active companies and individuals concerned with
environmental and civic stewardship, improving a
sustainable future for the community.

5.2.2 Cultural & Eco-Tourism
Local history and authenticity are important local values. They are guiding principles of this economic
development plan. Arts and culture are main drivers of New Mexico’s economy. Arts and culture in
New Mexico enjoy a national reputation. In New Mexico, this sector represents:
•
•
•
•

Primary employment for 43,031 residents; 1 of every 18 jobs in the state (5.5%)
$1.37 billion in wages and salaries
$137.1 million in revenues for state and local governments
Revenues on par with the state’s construction industry; 50% higher than manufacturing
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This section provides strategy recommendations for the development of Cultural & Eco-Tourism. This
segment targets individuals interested in active, experiential tourism focused on art, history and cultural
exchanges. In New Mexico, Arturo Sandoval and Voces Inc. work with land-based, Nuevo Mexicano
communities to build out destinations and offerings. Recommendations in this section are provided with
input from Arturo Sandoval and Voces Inc.

I.

Key Activities
1. Feasibility Study
Year One

2. Program
Development
Year One

II.

An initial evaluation of the market opportunity in Questa includes an assessment of
long-term economic trends, human capital and local resources, as well as research
on local and regional demand for specific activities.
Based on the findings of the feasibility analysis, a cultural tourism package is
developed incorporating traditional activities, either as independent businesses or
as a cooperative. Actives may include:
•
•
•
•
•

Acequia Cleaning and Repair
Outfitting
Backcountry Horseback Trip
Birding
Matanzas

Key Impacts
1. Niche Tourism.

Tourism activities based on the cultural heritage of Questa provides a competitive
differentiation over neighboring Taos Ski Valley and Red River. They are unique to Questa
and rooted in legitimate heritage. This attracts additional tourism from existing visitors, and
new visitors.
2. Cultural Preservation

By actively incorporating the cultural legacy of the community into economic development
activities, the Village celebrates the past while simultaneously safeguarding the future.

III.

Risks & Control
Risk
1. Backlash to the Concept of ‘Selling
Questa’s Culture’
There may be community members who feel it
inappropriate to profit off their identity.
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IV.

Financial Feasibility
1. Estimated Overall Cost
$10,000-$30,000

The cost of planning and organizing this program is
either incurred as a labor expense by the Village, the
QEDF or outsourced to an external consultant. The
overall cost depends on the ultimate scope and level of
effort required for implementation

2. Return on Investment
High

Includes revenues from increased tourism and local
expenditures. Program set up costs are low and
margins on services are high.

3. Social Return on Investment
High

Cultural preservation as a result of job creation, pride
in community culture and history.

5.2.2 Resources, Outdoor Recreation & Tourism
NAME

CONTACT

Angel Fire Chamber of Commerce

Angelfirechamber.com

Bureau of Land Management

BLM.gov/nm

NM State Forestry

Emnrd.state.nm.us

NM True

Gonm.biz

QBEN

Questa Local Business Network

Red River Chamber of Commerce

Redrivernewmex.com

Taos County Chamber of Commerce

Taoschamber.com

Taos Ski Valley Chamber of Commerce

Taosskivalley.com

TEN

Taosten.org
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5.3 Agriculture & Food Production
Questa is, historically, an agrarian community. In the early 20th century, the local economy experienced a major
shift with the opening of the molybdenum mine. Today, farming and ranching are receiving renewed attention, as
residents begin to explore strategies to retain water rights and rediscover traditional markets.
Strategies in this section address market opportunities for agriculture in the region, as well as
organizational structures designed to support these
activities and grow the industry as a whole in the
community. Ultimately, these positions are viable only
as long as farmers and ranchers have access to land and
water resources, as discussed in a separate section
above.
The approaches detailed here focus on traditional
production with recommendations for new processing
and distribution systems.

GOAL
Increase local productivity through market linkage and small enterprise support
1. Agricultural Productivity
2. Economic Viability for Local Food Manufacturing
3. Access to Stable Markets for Local Production

Year1

Years 2-3

Years 4-5

5.3.1: Machinery Cooperative
Action: Farmers share resources to increase productivity
5.3.2: Feasibility of Barley Malting
Action: Assess financial and environmental impacts of a processing plant
located in the business park
5.3.3: Questa Food Hub
Action: Support local ventures through a Questa food hub
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5.3.1 Collective Machinery Use & Group Purchasing
Machinery sharing allows participants, farmers, to decrease expenses on equipment while gaining access
to large-scale, new efficient models. Access to quality equipment is valuable for harvesting. Sharing can
provide substantial economic and operational advantages. This also provides an inexpensive way for new
farmers to enter the market and family farmers to increase activities.

I.

Key Activities
1. Organization
Year One

Facilitated by QEDF and using informal channels, the first step is bringing
together a group of interested farmers and those with land interested to
increase cultivation. Need a leader and a coordinator to fuel level of interest
and gain commitment.

2. Financial
Viability
Year One

Assess savings from sharing machinery and group purchasing. Identify costs
for the group to do so. Bring in new farmers and those with land that want to
increase cultivation.

3. Formal
Documentation
Year One

Facilitate group to self-organize. Can start informal, with minimal signed
documents. Any partnership agreement should include fee structure,
scheduling, repair / maintenance, labor sharing, storage, insurance, and rules
of use.
If the group decides for something more formal, it can be a partnership, LLC
or cooperative. After incorporation, the group can establish a bank account,
seek financing if necessary, and purchase new equipment.

II.

Key Impacts
1. Increased Operating Capacity.

Members benefit from greater use of larger and expensive machinery, more efficient use of
tools, and volume discounts on supplies.
2. Opportunities to New Farmers.

Affordable access to farming equipment increases profitability, opens new prospects for
young farmers to make the leap, and motivates those with land to use it for greater
productive purposes.
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III.

Risks & Control
Risk
1. Scheduling
Shared use during planting and harvesting seasons

2. Mistreatment of Equipment
Misuse of the equipment by one member requires
repair and causes depreciation

3. Contamination
Joint use may lead to comingling grains and the
transportation of pests between farms

IV.

Control

•

Careful planning and scheduling

•

Policies should be set in place to
account for personal liability

•

Clean machinery thoroughly between
operations

Financial Feasibility
1. Estimated
Overall Cost
$350,000

Cost of equipment established by farmers based on needs. A 2015 John Deere S650
Combine costs around $350,000. Group purchasing of supplies has no cost, just
savings.

2. Return on
Investment
High

Group purchasing saves money. ROI within the group is determined relative to each
member’s use. At the end of each year, all costs are summarized and divided by the
total number of acres farmed.

3. Social Return
on Investment
High

SROI increases with the number of participants in the group as members drive their
own development and increase the production capacity in the community. More
farming in the region builds local sector strength.

5.3.2 Barley Malting, Long-Term
This section explores a malting facility in the Questa Business Park. This strategy provides two
components. First, it establishes a premium, local input to sell to New Mexico craft brewers. Second, it
provides a sustainable and consistent demand for Questa agricultural producers.

I.

Key Activities
1. Infrastructure
feasibility
Year One

Malting plants vary in size, but at a commercial scale they need receiving and
storage, cleaning, steeping, germination, kilning, dressing, blending, and
shipping. Step one is evaluating feasibility at the business park.
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II.

2. Economic
Viability
Year One

Barley is expensive to transport. Malting will only be viable if local barley
production volume can be achieved. Step two is an evaluation of local
agriculture potential, including variety and quality.

3. Market
Assessment
Year One

In 2014, New Mexico breweries produced 68,000 barrels of beer and
purchased 5,600,000 pounds of malted barley. Direct engagement with
beverage manufacturers gauges local scale. A processing plant capable of
1,000 short tons a year could serve one-third of the grain needed in the
entire state.

Key Impacts
1. Economic Activity.

The facility provides employment for several workers, creates wealth for investors, and tax
revenue for the Village.
2. Farm-to-Glass.

This opportunity increases agricultural activity and provides incentive for breweries to
connect with the Village, while localizing inputs for other brewers.

III.

Risks & Control
Risk

Control

1. Dependence on External Processes
Shared use during planting and harvesting seasons
2. Delicate Process
Barley malting is delicate process; requires technical
capacity

IV.

•

Get supply going first; identify a back-up
supply

•

Contract outside expertise at first to train
the local workforce

Financial Feasibility
1. Estimated Overall
Cost
$3 million
2. Return on
Investment
Medium

A mid-size, regional facility with annual capacity of 1,000 tons / 2 million
pounds of malt is $3 million, including land, construction, equipment.
Direct return includes all economic activities by facility - purchasing barley
from farmers and selling malt to the brewery. Indirect return is higher, as
malting is key component of beer value chain. By localizing the full chain,
Questa creates a powerful economic cluster.
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This venture will provide numerous jobs, living wages to residents. It will
support local farmers. Both impacts reinforce community heritage and
farming culture. Creates Questa brand in this area.

3. Social Return on
Investment
Medium

5.3.3 Questa Food Hub
Food hubs support farmers and ranchers to increase economic success. To support the growth and
development of new businesses, a local food business incubator and facilitated collaboration with food
based businesses supports food processing entrepreneurs.
This effort can be incremental with virtual and non-facility based work first. In addition to certified
kitchen space, an incubator offers technical and business support, including recipe development, label
development, taste testing, and ingredient sourcing.
Business support services that can start earlier include marketing and sales and financing, and possibly
joint branding and marketing for Questa products and regional entrepreneurs.

I.

Key Activities
1. Food Hub
Feasibility
Year One

QEDF works with local food producers to determine the overall regional demand for
a local food hub and explores options for financing initial operations.

2. Small Business
support
Year One

Before the facility is secured, staff can provide mentorship and network facilitation.

3. Business
Incubation
Year One

Hub operates an incubator, providing access to space, marketing, accounting and
general operational assistance in exchange for a percentage of participating
enterprise. At this phase, beneficiaries will benefit enormously from the experience of
TMEB relating to sourcing, buying and distribution.

II.

Key Impacts
1. Business Creation.

Mentoring, training and TA of a virtual incubator gets things started. It supports existing
businesses and fosters new ones. Reduce the risk for local entrepreneurs.
2. Self-Sustaining.

Success for this model requires covering operating and facility expenses from revenue/profit
received from incubated companies.
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III.

Risks & Control
Risk

Control

1. Operational Capacity
Unlike a shared-use-kitchen, this model requires
strong business and technical support capability.

•

Recruit food service and economic
development professionals to serve on a
planning board

2. Managerial Capacity
This model requires the Hub to serve in two distinct
capacities: as a commercial kitchen and as a client
coach

•

Recruit staff early and complement fulltime employees with high school interns /
volunteers.

IV.

Financial Feasibility
1. Estimated Overall
Cost
TBD

The primary cost for establishing the food hub can be extensive and depends
on the full scope of services offered. Fully equipped operations include cold
storage, co-packing and commercial kitchen space, and more.

2. Return on
Investment
TBD

The ROI for this strategy depends on the success of its clients., This is
considered a long-term prospect.

3. Social Return on
Investment
Medium

Community members gain access to professional facilities and guidance that
would be cost-prohibitive, supporting entrepreneurial spirit.

5.3.4 Resources, Outdoor Recreation & Tourism
NAME

CONTACT

Coker	
  Foundation

505 982-3201

Greenhouse	
  Grocery	
  

Greenhousegrocery.coop

Horn	
  Foundation

ruthierobbins@gmail.com

Kindle	
  Project

Kindleproject.org

La	
  Montanita	
  Coop

La montanita.coop
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5.4 Housing & Temporary
Accommodations & Construction
As Questa attracts more people to the region, housing and temporary accommodation strategies need
to be addressed that fit the community. Short-term tactics include providing local housing alternatives to
motels and hotels for family/friends that visit, as well as grow appropriate tourism. Long-term strategies
consider wealth creation to improve property values and support affordability housing for low-income
residents.
Community input in the economic development process identified the need for temporary housing in
Questa. Tourists, family events, and mine rehabilitation contractors all seek housing outside of Questa at
this time. A local solution, such as renting out a home, a room, or a casita, capitalizes on this market
opportunity.
For most low and middle class Americans,
a home is the largest asset and biggest
determinant of wealth. Maintaining and
increasing the value of a residence, as well
as managing utility cost, directly impacts
income.

In 2013, there were an estimated 936 housing units in the Village. Of these,
716 (77%) were occupied and 220 vacant (23%). The majority of these homes
(495, 53%) were characterized as single-unit, detached houses. This is followed
closely by mobile homes, at 365 (39%). Only 96 of these (10%) were built after
the year 2000, and majority had 4-6 rooms and 2-3 bedrooms.
Of the 716 occupied homes in Questa in 2013, 486 (68%) were owneroccupied and 230 (32%) rentals. 378 of these tenants moved into between
1990 and 2009. One-half used utility gas for heating; followed by wood (29%),
tank gas (11%) and electricity (8%).

GOAL
Increase local productivity through market linkage and small enterprise support
1. Local housing with money going to locals for visitors and contractors staying in Questa
2. Wealth creation from improved property values
Year1

Years 2-3

Years 4-5

5.4.1: Improve Existing Housing
Action: Evaluate the housing market, connect homeowners to financing
5.4.2: Encourage Temporary Rentals
Action: Educate homeowners about opportunities like Air BnB
5.4.3: Establish a Community Land Trust
Action: Expand homeownership opportunities and improve housing for low
income people
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5.4.1 Improve Existing Homes
Currently, 23% of residential buildings in Questa are identified as vacant. Many of these are
deteriorating. A housing survey conducted in the economic development researched identified that
many homeowners wish to make improvements to their properties. Both the Village and QEDF can
work with homeowners to address older housing and manufactured homes. This option fuels
construction as a trade, which can involve former miners, and helps small contractors to build solid
work.
Strategies that have been used elsewhere include remodeling, adding on to existing housing, efficiency
upgrades, refinancing more affordably, and/or rebuilding. In some cases, energy efficiency improvements
can be done at no incremental cost to the homeowner, as the energy savings equal the financing cost.
Rocky Mountain Youth Corps had a program for this in the region, as well.
There are a number of financing options and partners to work on this initiative. HomeWise is a NM
based home assistance program. It has received national recognition as a CDFI (non-profit lender) and
offers a wide range of assistance and lending services. Federal programs can be leveraged through Taos
County and the state. And local banks should be approached as well.

I.

Key Activities
1. Inventory
Year One
2. Financing
Year One

3. Construction
& Renovation
Year One

II.

Establish list of vacant / abandoned homes in the community. Identify homeowners
that want to make property improvements.
Provide financing for homeowners that wish to improve their homes. Facilitate sale
of properties/donations to land trusts. Motivate owners of properties to take action
/ provide incentives.
Spread education and availability of energy efficiency financing and bring homes up to
livable standards. Work with contractors to get them official and formalized to
continue to do this work.

Key Impacts
1. Property Values Rise.
Renovating existing homes fosters construction work. It builds wealth for current owners and
property taxes for the Village. This can also be matched with temporary offerings (see below). Better
homes are worth more.
2. Low-Income Opportunity.
Renovating abandoned and vacant housing increases the supply of affordable housing, creating a
market for first time homebuyers and low-income individuals and generating income for the Village.
3. Reduced Blight.
Efforts here will improve the ‘curb appeal’ of Questa and make the community more aesthetic.
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III.

Risks & Control
Risk

Control

1. Lack of Supply
Property owners may prefer to leave a house vacant
than sell or invest in its improvement

2. Real Estate Bubble
If real estate grows too much, too rapidly, local
residents may no longer afford to purchase homes in
the Village

IV.

•

Prepare outreach information
explaining benefits and incentives

•

Prioritize affordable housing as the primary
goal for real estate development

Financial Feasibility
1. Estimated Overall Cost
TBD

Project cost for the Village and QEDF is low. Overall
costs depend on level of participation of homeowners.

2. Return on Investment
TBD

If the local real estate market responds appropriately,
any capital spent improving and renovating existing
homes increase property values. GRT from local
contractors adds value, too.

3. Social Return on Investment
Medium

This program provides a means to improve housing
stock in Questa; it provides supply for low-income
residents and first-time homebuyers to access
affordable homes.

5.4.2 Temporary Housing Rentals
Community conversations identified that there is not enough temporary housing in Questa. Tourists,
family events, and mine related contracting all require housing solutions, which are currently solved in
Red River, Taos, and elsewhere. Local promotion and word of mouth is one channel. Websites, such as
Air BnB and VRBO, allow residents to rent their homes, a room, or a casita, without a broker. Questa
can also use its tourism channels, website, and Village assets to support this effort. This provides local
residents additional income and serves a population.
This will be most effective with a critical mass of homeowners focused to add their listings. It will be
more impactful with local coordination by QEDF, the local VISTA, tourism efforts, etc. To make sure
tourist outlets know about it, information should be posted in multiple locales. Given the stated need
for more vacation rentals, as well as family/friend opportunities, this temporary and seasonal market is a
good fit for the Questa market.
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I.

Key Activities
1. Local
Workshops
Year One

Workshops and seminars explain concept and illustrate opportunity to homeowners.
Topics include how to build an online profile, hospitality, and legal implications.

2. Property
Upgrades
Year One

Work with homeowners to upgrade their homes and/or add casistas, extra housing
to best make use of this opportunity.

3. Marketing
Year One

Rentals are promoted on websites, on the Village website, through e-newsletters, via
word of mouth, and to local/regional tourism outlets.

II.

Key Impacts
1. Accommodation Demand.
The lack of accommodations for visitors is an often-cited issue in the community. This strategy encourages
incremental growth for traveler, visitor, and contractor accommodations.
2. Economic Multiplier.
More visitors means more money going to Questeños and more coming in to other parts of Questa restaurants and retailers.

IV.

Financial Feasibility
1.

Estimated Overall
Cost
Low

Since residents rent out existing space, little capital investment is required by the Village or
QEDF, aside from supporting informational sessions.There will be some cost to
homeowners choosing to renovate their homes before renting out.

2.

Return on
Investment
High

Renting out existing space require little operating expenses beyond cleaning and washing, so
a major portion of all revenues will be pure profit. Some investment is needed for people to
upgrade homes.

3.

Social Return on
Investment
Medium

Provides new opportunities for local revenue, uses local houses, and fosters community.
Increases visitors and people staying in the community.

5.4.3 Community Land Trust
Community land trusts to public land and make it available on a long-term rental basis for specific
community use. Property constructed and owned on top of the land is separated from the land costs.
The Village of Questa owns land, and can seek to convert this underutilized asset into productive
purposes. This results in income for the landowner (the Village) and beneficial use for others.
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The highest use identified through community engagement was homes for low-income individuals and
families – rentals and/or ownership. If the land has a dedicated purpose, conservation or other easement
could be explored to show the dedicated land usage and generate upfront capital.

1.

II.

Key Activities
1. Convene an
Oversight
Body
Year One

Landowners, community residents, and public interest representatives come together
to create a strategic plan together. This requires community participation and
involvement.

2. Property
Upgrades
Year One

Community Land Trusts are typically incorporated as non-profits. This allows the
organization to operate without paying taxes and clarifies the service purpose of the
endeavor, not just development.

3. Marketing
Year One

A property manager is needed. The properties for rent or sale are promoted on the
Village website, through e-newsletters, and to local/regional outlets.

Key Impacts
1. Affordable Housing Supply.

The land trust increases availability of affordable housing, providing opportunities for
residents who may otherwise be forced to look outside of the community.
2. Managed Resources.

The Trust is a pro-active, positive mechanism for the Village to manage its development,
safeguard its assets, generate income and protect residents from escalating housing trends.

III.

Risks and Controls
Risk
1. Unclear Community Understanding
This issue requires leadership or the community may
not get behind it.
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Control
•
•
•

Good planning and thoughtful
leadership
Clear and transparent organization
Written strategic/
business/development plan
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IV.

Financial Feasibility
1. Estimated Overall Cost
TBD

There are costs for development. But, they are only
spent at stages. Cost for developing the trust requires
community engagement and interest. Initially, the
investment is time and planning.

2. Return on Investment
High

By increasing housing in Questa, the Trust generates
income for the Village as the landlord, generates
economic activity through construction, and increases
wealth potential for people who live there.

3. Social Return on Investment
High

Securing land and housing for the community ensures
that people who want to stay in Questa have an
affordable opportunity and new housing.

5.4.4 Resources, Housing & Temporary Accomodations
NAME

CONTACT

Bank of the West

Bankofthewest.com

Corporation for National and Community Service

Nationalservice.gov

Daniels Fund

Danielsfund.org

Frost Foundation

Frostfound.org

HomeWise

Homewise.org

HUD

Hud.gov

Siete Del Norte

Helpnm.com

US Bank

Usbank.com

Van Allen Family Foundation

505 797-4969
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5.5

Arts and Culture

GOAL
Promote the preservation of place
Arts and Culture deal with the preservation of Questa’s values and traditional skills, the development of
individual artists and cultural institutions, and encouraging connections within the community. This topic
is a major source of the economy for Northern New Mexico, especially Santa Fe and Taos. In Santa Fe,
one in seven jobs are tied to this sector. Questa’s local resources in this area have been overshadowed
by larger economic activity with the mine.
As more people come into the Questa area spurred by economic development efforts like improved
signage, river restoration, recent event series, and so forth, additional offerings need to come together
to present a cohesive local identity. Strategy recommendations in this category y promote opportunities
for community members to showcase products, foster community place making, and attract outside
spending.

Year1

Years 2-3

Years 4-5

5.5.1: Get Local Arts Online
Action: Connect local artists to new markets and peer-networks
5.5.2: Questa Farmers & Art Market
Action: Create a recurring event for artists and farmers to sell products
5.5.3: Public Art in Local Planning
Action: Incorporate public art in municipal planning through a mural project,
public display, and residency program
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5.5.1 Get Artists Online
As	
  mentioned	
  above,	
  arts	
  and	
  cultural	
  industries	
  are	
  among	
  the	
  main	
  drivers	
  of	
  New	
  Mexico’s	
  economy	
  
and	
  tourism	
  industry,	
  and	
  Questa	
  can	
  participate	
  more	
  fully	
  in	
  that	
  industry.	
  Helping	
  local	
  artists	
  to	
  get	
  
online	
  to	
  sell	
  their	
  wares,	
  be	
  found,	
  purchase	
  together,	
  and	
  promote	
  are	
  important	
  steps.	
  	
  
The	
  Village,	
  Questa	
  Tourism,	
  and	
  QEDF	
  can	
  be	
  market	
  facilitators,	
  with	
  TEN,	
  QEBN,	
  the	
  BLM	
  VISTA	
  and	
  
others.	
  Help	
  artists	
  to	
  sell	
  on	
  Etsy,	
  EBay	
  and	
  online.	
  Help	
  artists	
  have	
  an	
  online	
  presence.	
  And,	
  use	
  the	
  
internet	
  for	
  group	
  purchasing	
  and	
  sourcing.	
  	
  
An	
  Opportunity	
  to	
  leverage	
  is	
  for	
  the	
  Village	
  website	
  to	
  be	
  used	
  for	
  viewing	
  and	
  purchasing	
  art.	
  This	
  
includes	
  a	
  forum	
  where	
  artists	
  post	
  stories	
  of	
  their	
  own	
  projects	
  and	
  link	
  to	
  personal	
  webpages.	
  The	
  goal	
  
is	
  to	
  reduce	
  isolation	
  for	
  local	
  artists,	
  and	
  share	
  resources	
  for	
  promoting	
  and	
  protecting	
  local	
  culture	
  and	
  
the	
  business	
  activity	
  based	
  on	
  it.	
  

I.

II.

Key Activities
1. Connect &
Engage with
Artists
Year One

Engage local artists to establish a general level of interest. The portal will only
be successful if local artists feel comfortable using it. For those interested in
participating, collect photos and price lists.

2. Website
Development
Year One

Create space on the Village website for viewing and purchasing artwork. Help
artists to get online, and help them sell online.

3. Promotion
Year One

The Village promotes local artists through periodic, rotating profiles on the
site’s landing page, as well as helps them to get into other networks and be
found online.

Key Impacts
1. Cultural Economy.

Northern New Mexico is famous for its art market, and Taos is an important regional center.
Questa can capitalize on this and use New Mexico and Taos brands to create exposure for
local works.
2. Encourage New Talent.

Creating a space to engage more fully with artists in the community encourages new work
and supports the development, and attraction and retention, of new talent.
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III.

Risks & Control
Risk

Control

1. Maintenance

•

Artist’s works and profiles should be updated
periodically to reflect new work, available inventory

IV.

Engage with artists periodically to
solicit input, maintain engagement

Financial Feasibility
1. Estimated Overall Cost
$5,000

There are costs for development. But, they are only
spent at stages. Cost for developing the trust requires
community engagement and interest. Initially, the
investment is time and planning.

2. Return on Investment
Medium

ROI increases with market attractiveness of products
and volume of works promoted.

3. Social Return on Investment
Medium

Web portal allows local artists to engage with a
broader online community, encouraging visitation and
community engagement from visitors already coming to
northern New Mexico, with an enhanced Questa brand.

5.5.2 Farmers & Artist Market
Near-Term
An outdoor market featuring local farmers selling fresh produce, local food vendors selling traditional,
artisan food and beverages, and local artists and artisans showcasing and selling their work. The market
may also feature live performances and would be a great setting for educational programs such as
dietary information or art classes.
These markets should be held regularly for the months of the year when the weather permits. If the
market is able to draw regular attendance from the village residents, it may grow to become a major
Questa social institution and regional attraction, with the possibility of an indoor structure for winter
months.
Indoor and outdoors spaces have been identified that can be visible allow parking and serve as a
community space.
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I.

II.

Key Activities
1. Gather
Support
Year One

Talk to farmers and artists, get input on concerns and considerations, firm
commitments for participation

2. Location &
Design
Year One

Find a space for launch (good candidates are the historic church and the
Visitors center parking lot), grocery store, hardware store. Procure
equipment and resources, as needed such as tents, shade, tables, and chairs.

3. Promotion
Year One

Promote the market among local residents, neighboring communities, and
visiting travelers.

Key Impacts
1. Increased Economic Activity.

The market may grow to become a major social event where residents and visitors mingle
and enjoy great food, entertainment, and shopping while building community and social
capital.
2. Social Engagement.

The market may grow to become a major social event where residents and visitors mingle
and enjoy great food, entertainment, and shopping while building community and social
capital.

III.

Risks & Control
Risk
1. Small Scale
The small size of the market may make it difficult to
earn significant profits without charging higher-thannormal prices. If prices are too high local residents
may not attend.
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•

•

Aim to keep down costs for
participants. Provide standardized
booths at little or no cost.
Seek a corporate sponsor that covers
up-front costs in return for exposure
and a positive association with the
event.
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IV.

Financial Feasibility
1. Estimated Overall Cost
Low

Vendors will need to construct or purchase booths or
tents. Overall low cost, and little to no cost to QEDF
and Village

2. Return on Investment
Medium

Direct return includes revenue earned by artists,
farmers, and other vendors from selling products at the
market, and GRT generated. Market can also leverage
other planned ventures, such as the Taos Mountain
Energy Bars

3. Social Return on Investment
High

Indirect return benefits from creating a recurring locale
for social events. Market has potential to become a
social institution in Questa, where local residents and
visitors come together and share.

5.5.3 Arts and Culture in Municipal Planning
This section presents tactics to encourage participation from the arts in municipal planning and
improvements, as a way of building engagement, beautifying public spaces, and enhancing the Village’s
brand. Specific examples are public art and an artist in residency program.

1.

Key Activities
1. Student Mural
Project
Year One

The Village hires a group of students from the high school to work as summer interns
and create a series of murals in the community. This engages young artists, local
businesses and community members in creating visible and durable change in the
Village.

2. Artist-inResidency
Program
Year One

Establish an artist-in-residency program focused on community development. The
goal is to incorporate the Village’s mission and vision into the creation of public art.

3. Public Art
Year One

The Village provides artists the opportunity to share their work with a wider
audience, while adding community beautification.
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II.

Key Impacts
1. Local Beautification.

Creation of public assets that make Questa a better place to live, and more attractive to
visitors.
2. Active Engagement.

Community engagement is crucial for successful economic development and is not confined
to businesses or to the inside of the Council Chambers.

III.

Financial Feasibility
1. Estimated Overall Cost
Low

Costs include materials and stipends for teens, and
grant funding can be pursued for the residency program
and the public art.

2. Return on Investment
High

Public art encourages visitors to stop in Questa and
spend time in the community, and conveys a sense of
community history, culture, and values.

3. Social Return on Investment
High

Public Works create a Sense of Place for the
community, building social capital and engagement.

5.5.4 Resources, Arts & Culture
NAME

CONTACT

Cudd	
  Foundation

whitney@laplaza.org

Santa	
  Fe	
  Community	
  Foundation

Santafecf.org

Taos	
  Community	
  Foundation

Taoscf.org
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6. Implementation
QUESTA ECONOMIC STRATEGY 5-YEAR IMPLEMENTATION MATRIX

Goal, Strategies & Action Initiatives

Timeframe
Year1

Years 2-3

Years 4-5

Enabling Factor #1. Human Capital
GOAL
Bring people together, promote opportunities and motivate people to
take action
Strategy 4.1.1: Workforce Coalition Meetings
Action: Provide stakeholders with timely information about job

opportunities, labor availability and opportunities for workforce
training.
Strategy 4.1.2: Online Portal
Action: Creation of an on-line portal with up-to-date information of
employment opportunities and employer/job-seeker profiles

ENABLING FACTOR #2. Infrastructure
GOAL
Prepare for economic growth and improve the existing environment
Strategy 4.2.1: Industrial Park Planning
Action: Feasibility study outlining total cost for infrastructure

improvements
Strategy 4.2.2: Metropolitan Redevelopment
Action: Improvements to the building conditions and pedestrian environment
in the Village center
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QUESTA ECONOMIC STRATEGY 5-YEAR IMPLEMENTATION MATRIX

Goal, Strategies & Action Initiatives

Timeframe
Year1

Years 2-3

Years 4-5

ENABLING FACTOR #3. Natural Resources
GOAL
Build new economies and safeguard existing resources
Strategy 4.3.1: Village Water Audit

Action: Create a land and water trust to secure local resources and provide
a foundation for future development

Strategy 4.3.2: River Restoration
Action: Improve local fish habitats and create opportunities for community
participation

Strategy 4.3.3: Land and Water Trust
Action: Organization of quarterly networking, volunteer mentorship, and the
creation of an economic development toolkit.

ENABLING FACTOR #4. Financial Wellbeing
GOAL
Enable financial growth through education and savings
Strategy 4.4.1: Matched Savings Program
Action: Collaborate with state-wide partners to implement a matched savings
program

Strategy 4.4.2: Applied Municipal Income
Action: Political opportunities to increase economic development funding

Strategy 4.4.3: Financial Education Program
Action: Support financial literacy in the schools and through the development
of free training materials

ENABLING FACTOR #5. Communication
and Marketing
GOAL
Enable financial growth through education and savings
Strategy 4.5.1: Brand Development
Action: Develop a strong, unified community brand that will attract
businesses, visitors and residents to the Village of Questa

Strategy 4.5.2: Community Marketing
Action: Internal brand integration, external brand communications,
community involvement
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QUESTA ECONOMIC STRATEGY 5-YEAR IMPLEMENTATION MATRIX

Goal, Strategies & Action Initiatives

Timeframe
Year1

Years 2-3

Years 4-5

Major Category #1. Small Business and Enterprise
GOAL
Support business activity and development in the Village center
Strategy 5.1.1: Digital Dvelopment Program
Action: Organize a free Wi-Fi pilot program and provide raccess to
computer technology and training

Strategy 5.1.2: Small business support
Action: For residents and businesses, access to computer technology and
training

Strategy 5.1.3: Small business Resource Center
Networking, mentorship, and business planning tools

MAJOR CATEGORY #2. Outdoor Recreation & Tourism
GOAL
Create opportunities for eco- and cultural tourism by promoting natural and historical assets
Strategy 5.2.1: Access for tourism
Action: Make Questa the official home of the Rio Grande Del Norte
National Monument

Strategy 5.2.2: Eco and Cultural Tourism
Action: Local-owned tours of the historic landscape

ENABLING FACTOR #3. Agriculture and Food Production
GOAL
Increase local productivity through market linkage and small enterprise support
Strategy 5.3.1: Machinery Cooperative
Action: Farmers share resources to increase productivity

Strategy 5.3.2: Feasibility of Barley Malting
Action: Assess financial and environmental impacts of a processing plant
located in the Industrial park

Strategy 5.3.3: Questa Food Hub
Action: Support local business through a local food hub
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QUESTA ECONOMIC STRATEGY 5-YEAR IMPLEMENTATION MATRIX

Goal, Strategies & Action Initiatives

Timeframe
Year1

Years 2-3

Years 4-5

MAJOR CATEGORY #4. Housing & Temporary
Accommodations
GOAL
Increase the Supply of Affordable Housing in Questa
Strategy 5.4.1: Improve Existing Housing
Action: Evaluate the housing market, connect homeowners with
improvement-financing

Strategy 5.4.2: Encourage Temporary Accommodations
Action: Educate community members on programs like Air BnB

Strategy 5.5.3: Establish a Community Land Trust
Action: Expand homeownership opportunities and improve the quality of
rental housing

MAJOR CATEGORY #5. Arts & Culture
GOAL
Promote the preservation of place
Strategy 5.5.1: Web Portal for Local Artists
Action: Connect local artists to new markets and peer-networks

Strategy 5.5.2: Questa Farmers Market
Action: Create a recurring event for artists and farmers to sell products

Strategy 5.5.3: Public Art
Action: Incorporate public art in municipal planning through a mural project
and residency program
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