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CITY OF TUCUMCARI 
CITY COMMISSION 

Work Session Notes 
June 9, 2016 

 
The Tucumcari City Commission met in a work session on Thursday, June 6, 2016 at 5:00 p.m. in the 
City Commission Chambers. Members present were John Mihm, Ruth Ann Litchfield, Robert 
Lumpkin, Amy Gutierrez and Ralph Moya. 
 
City staff members present were: Jared Langenegger, City Manager; and Angelica Gray, City Clerk. 
 
Guests: Elmo Baca with New Mexico Mainstreet. 
 
Discussion of Princess Theater Developmental Plan 
 
Mr. Baca stated that the Princess looks worse than it is, the structure is really good. One of the 
important elements to consider when looking at rehabilitation of the theatre, the initial demolition and 
stabilization phase is really going to go a long way to give confidence to the community that the 
building can be saved and he believes it won’t be super expensive to do so. He budgets $100,000 to 
$150,000 to stabilize the building, seal it from all leaks, fix the windows and clean up the inside. The 
work might be a lot cheaper if you have supervised City crews or supervised volunteers help do it. The 
facade is in pretty good shape, it can’t be fully restored because they might not be able to put a 
marquee back on it, but a full marquee is a very expensive item so that is a big design consideration 
that will affect the budget. There are alternatives to the marquee such as an LED message board that 
could do well instead of an old fashioned marquee. The black and orange material on the front of the 
Princess is Carrara glass and is really high quality material. The glass was common in the 1930’s and 
1940’s. If the decision is to restore the theatre Mr. Baca recommends trying to restore all the glass on 
the building, because that is one of the signature design elements and one of the character defining 
materials of the facade. As part of the stabilization of the building he proposes doing an enhanced 
facade squad, which will save money. It’s a Mainstreet program that has been done here, where we 
organize volunteers, organize equipment and go out on Saturdays and work on the facade, it might take 
a month or two. New Mexico Mainstreet and other funders often give small grants to work on these 
projects. A $5,000 grant and a lot of volunteer help would go a long way to fix up the facade. He stated 
he is proposing a super enhanced facade as part of the stabilization phase. It wouldn’t take much to 
bring the facade up and make it look great. 
 
After speaking to Mr. Langenegger in April he was told the City has money set aside for the 
demolition of the Princess, after the Sands Dorsey Demolition, the City would rather put that money 
towards fixing the building rather than tearing it down if rehabilitation is possible. Mr. Baca presented 
some basic assumptions. If the City is willing to devote some City funds towards the rehabilitation 
instead of the demolition, we can go a long way with a million dollar budget. The other big assumption 
is that phase one, two and three will be a four to five year period. He stated one of his major 
recommendations in phase one is that the building is sealed, the facade is fixed, and the building is 
basically gutted and demo it. Hiring an architect early on is important so the City can have a good idea 
of the total cost. Phase one is going to cost about $150,000 and will take nine months to a year. Phase 
two is fundraising and reconstruction, fundraising will be discussed later. Reconstruction is putting 
back all the essential systems of the building, electrical, HVAC, plumbing and starting to rebuild some 
of the architectural features that will be about two to two and half years. Phase three is refurbishment 
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and finishing and that’s where some of the important decisions about the use of the building will come 
into play. The Princess could be a cinema again, a special event center, a music venue or a blend of 
everything, all would have an impact on the budget in terms of the type of seating, the types of 
acoustics and the stage.  
 
Here is a draft discussion of the budget, the City will put in $350,000 over a four to five year period 
and that would be considered the essential seed money that is necessary to leverage the rest of the 
money. Within three years he hopes the City can secure a capital outlay grant for at least $300,000 
from the Legislature. The Legislator gave Santa Rosa $565,000 for the Pecos Theatre so it’s possible to 
get a similar investment. There is also a grant from the Economic Development Department, we have 
money although the Secretary considers the money somewhat of a closing fund so that money won’t be 
the first money you receive, the department is going to want to see other money come in before you 
can apply. The department is flexible in terms of what the money can be spent for. You will need to 
have some private money and also in-kind. 
 
Commissioner Moya asked Mr. Baca if he has ever seen this type of project go through a private 
developer. Mr. Baca commented the problem with a building the scale of the Princess is that the 
private sector can’t do it anymore. The trend for movie theatres is smaller auditoriums, you won’t find 
a private developer to do the Princess. He stated that the theatre in Clovis is one that he believes can be 
done by private sector. Commissioner Moya asked if the City of Tucumcari goes into a joint venture 
with a private developer that is one way the City could save that building because we are looking at a 
lot of money. Mr. Baca stated that it’s possible but honestly Tucumcari doesn’t have the market 
potential that Clovis has, you might be able to come up with three quarters of that budget and then 
attract a private investor to finish up the building and then rent it out.  
 
Mayor Pro Tem Lumpkin commented that he doesn’t want to compete with the Odeon and asked if 
Mr. Baca has worked with the Yam Theatre in Portales, it was a theatre and they turned it into a 
meeting room and it’s very versatile for meeting and renting for family gatherings. Mr. Baca stated he 
would call that a special event center for graduation parties, weddings and dances. He stated that he 
worked with the Yam from the beginning, the city was able to get a major EDA grant for $800,000 and 
they were able to leverage a lot of it. 
 
Commissioner Mihm stated that the Commission is looking at preserving the building because the City 
can’t afford to leave it idle and that’s why they are looking at options for it or else it won’t be 
salvageable and it will have to be demolished. He stated as a Commissioner that is what he’s looking 
for because he doesn’t want to see another downtown building with a lot of history demolished. Mayor 
Pro Tem Lumpkin stated that they could get the roof fixed and clean up the inside and that would be 
phase one, getting the building preserved. Commissioner Moya commented the next step would be to 
get good representation up in Santa Fe to get that capital outlay money, that’s what Santa Fe did and 
they received a lot of money. Mr. Baca stated in the plan he outlined a few different organizational 
models for the Commission to consider, if the City decides to undertake this, the City is going to need 
dedicated talent and leadership working on this project. He stated that the Luna theatre in Clayton is 
owned by the municipality and the local Mainstreet organization operates the theatre. Clayton 
Mainstreet did a lot of fundraising and a lot of work getting the capital outlay. In Silver City the City 
owned the theatre and leased it to their Mainstreet with the condition that they help raise the money. 
The town of Silver City had a pretty active role in raising the money.  The City took out a loan from 
New Mexico Finance Authority which was part of the essential money for that deal. The other thing 
that Tucumcari can do is appoint a whole new task force with the charge to help with the project. 
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Commissioner Moya commented that it’s a big project especially if we need to raise money. Mayor 
Pro Tem Lumpkin asked how much it would be just to fix the roof.  Mr. Langenegger stated they have 
received bids for about $100,000. He stated that when the City came up with the $350,000 contribution 
we were considering the cost for demolition, it’s our building we’ll have to do something with it one 
way or another. 
 
Roberts Evetts stated that he was involved but not really an organized involvement. Twenty-five years 
ago they were able to secure $30,000 from Citizens Bank with the condition that we had to try and 
save the building. The roof was in terrible shape and they did some work on the roof but now it has 
collapsed. He stated he hasn’t been in the building in twenty-five years but when it is a good building 
structurally and the acoustics in the building are really good, even today. The last performance in that 
building was in 1988 and it was the Old Time’s Fiddlers Association, it was a sanctioned fiddle 
contest. He stated he agreed with the presentation and priority is the first thing that needs to be 
decided. The City has a lot of priorities. He suggested securing the building and then seeing if the 
money can be raised.  
 
Mayor Litchfield stated because of the time they would have to skip to item 5.  
 
Discussion of Variance Application 2016-01 Ambrose Mares, owner/applicants, is requesting to 
open the 100 and 200 blocks of W. Oak Avenue and requesting a variance to waive the required 
installation of curb, gutter, and sidewalk. As described in Section 17.01.090(B)(2) of said 
Ordinance 1052. 
 
Mr. Martinez stated on May 22nd there was a regularly scheduled meeting and the Planning and Zoning 
Commission unanimously decided to conditionally approve the application contingent on the City 
Commission’s decision tonight. The reason this says conditionally is there are many conditions that 
would have to be met to open this. Mr. Mares is requesting to waive the curb, gutter and sidewalk 
based on our City Ordinance those are requirements for anyone that chooses to open a City street. 
Commissioner Moya asked if the street was closed. Mr. Martinez stated that it was never put into 
service it was originally platted in 1907, re-platted in 1982 and the sub divider at the time subdivided 
the land but never developed it. It’s been farming land out there and the responsibility of the sub 
divider at the time to develop the area and put in the streets. The street has been designed but never 
opened and materials were never put down to actually open the road. Mr. Mares’ proposal is to just 
place gravel is the sole decision was based off of income and financial burden. The City Code states 
that the applicant is allowed to ask for a variance but based off of 17.04.040 on Variances, a variance 
may be allowed in cases where unusual conditions exist, or a variance would provide an improved 
design. Financial gain, loss or monetary savings cannot be considered solely as a basis for a variance 
request. At the time it was presented that was the main concern was due to a loss of money. Mr. Mares 
went through the required steps to request a variance, the first is of course the application with the 
required fees. Letters were sent out to property owners within one hundred feet as required, no 
negative feedback was received, only one feedback was received and it was neutral. Mr. Mares wants 
access off of Highway 104. He currently accesses his property from the South. If we were to approve 
the variance Mr. Mares would take on all of the expenses to put this road into service, including: 
surveying, requirements through the state, and environmental studies. Once the road is put into service 
then it becomes the City’s responsibility so we will have to maintain it and it would have to be an all 
purpose weather road that way we are able to access it. Mayor Pro Tem Lumpkin asked if the other 
committees have approved the request, Mr. Martinez stated that Planning and Zoning had approved the 
variance contingent on the Commission’s approval. Another thing to take into account is we did 
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receive some legal advice from the City Attorney and he recommends against it due to liability and the 
costs associated with it. Mr. Martinez stated one of the important things to look at is the costs 
associated with it including the upkeep and maintenance that will be something that will fall back on 
the City. 
 
Mr. Langenegger stated that not only did he speak to Randy Knudson, the City’s Attorney but he also 
spoke to the attorney for Municipal League Attorney Randy Van Vleck and he stated that he 
recommends that the Commission not approve the variance based on the fact that if the road is 
installed as gravel, without the curb and gutter any further development may expect the Commission to 
pave the road. There are no wastewater lines in that location so that may become another expectation 
of the people that are out there, it’s an increased cost to the City that he believes the City cannot take 
on right now. The initial development for subdivisions should be on the developer of the property, if 
we open it up and grant a variance then we’re saying its okay to put the cost on the taxpayers; the 
taxpayers will have to pay for further developments. The ordinance is very clear, it does allow for 
variances but should only be allowed in cases where unusual conditions exist or the variance will 
provide an improved design. This variance doesn’t provide an improved design, there are no unusual 
conditions. Based on the ordinance and based off the recommendations of the attorneys the variance 
shouldn’t be approved.  
 
Mr. Mares stated that there are quite a few streets that don’t have a curb or gutter and are gravel, some 
are streets that the City has recently done work on. He doesn’t see an issue because there are already 
streets the same way. Mr. Langenegger stated that there are a lot of streets that are that way and they 
need to be addressed, but adding additional streets that are substandard doesn’t help. Mr. Mares stated 
since the City has already worked on a street and didn’t address the problem are also an issue. 
Commissioner Moya asked if there was a problem with him accessing his property from Fourth Street. 
Mr. Mares stated that it’s a lot further and there are farmers who work there and Fourth Street is also 
torn up making it hard to get in. Mayor Pro Tem Lumpkin stated one thing he considers when he looks 
at variances is if it has been approved by Planning and Zoning and this one has. We already have a 
precedence established because this has already been done before. Mr. Mares stated that 104 would be 
the only one that’s reasonable to do. Mayor Pro Tem Lumpkin stated that the drawback is once the 
road is built the City will be responsible for it in the future and that would be an expense on the tax 
payers. Mr. Langenegger stated that if the Commission approves this variance and allows the gravel 
road to be put in without curb and gutter then once that work is completed then the City would take 
over that street and would be responsible for maintenance from that point forward.  
 
Mayor Litchfield stated that she would like to discuss waiving the Convention Center Fee for Rattler 
Reunion. Mr. Langenegger apologized for it not being on the Commission meeting agenda and stated 
that the Commission could discuss it and if they were in favor they could vote at the next meeting.  
 
Commission adjourned at 5:59 p.m. 

 
Submitted by: 
 
 
___________________________________ 
Angelica M. Gray 
City Clerk 


