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COMPplan2040
Executive Overview – Work Plan
This following work plan has been developed by the Department of Planning and Community Development (DPCD). It delineates the steps DPCD will follow to complete a thorough update to the San Antonio Comprehensive Plan, and  an overview of our proposed work plan and anticipated “elements,” or chapters, of the Comprehensive Plan. The work plan description also offers additional perspective on a flexible approach to community engagement and describes our strategic partnership with the SA2020initiative.   Our local partnership with SA2020 ensures that COMPplan2040 will implement the visionary elements of the SA2020 document and achieve specific targets with respect to promoting healthy lifestyles, access to parks and green space, improved walkability and access to transit, and increasing the ratio of infill development to greenfield development (sprawl). These identified elements are included in the intersecting SA2020 cause areas of Downtown Development, Neighborhoods, Environmental Sustainability and Transportation, and support improvements in the cause areas of Economic Competitiveness, Health & Fitness, Arts and Culture, Family Well Being, Community Safety and Education. The SA2020 initiative provided an opportunity for citizens to envision how they want their community to look like and function in 10 years, and how to get there – the COMPplan2040 is the roadmap to SA2020 success!
· [image: image1.jpg]A comprehensive plan update process offers the opportunity to  bring a community together, inspire its citizens, and articulate the aspirations defined by neighbors about what they want their city to ‘look and act’ like in the future, for themselves and for the many generations that will succeed them. It is the job of the City’s planning team, including consultants,  to help extract and articulate the components of the vision set forth in SA2020 and establish more specific goals, policies and programs that can direct future growth, and enhance the way process in which the City conducts business. 

· The traditional comprehensive plan update process can be mired with tough challenges. It requires citizens to make difficult choices. It takes time. And all too frequently, existing,  valued Master Plan Policies and other well informed plans -such as Sector Plans, Neighborhood Plans and Thoroughfare Plans – are ignored during the Comprehensive Plan Update process. However, working through the Metropolitan Planning Organization (MPO) alternative transportation scenario analysis and the SA2020 expert Committees, the Update planning effort will seek to capture all valuable regional planning information into a single resource document. Thousands of San Antonians participated in the process to create the SA2020 vision – now it is time to develop the roadmap for how to get there. That is the purpose of the Comprehensive Plan.
A Vision for the Future | A Road Map to Get There

 SA2020 opened discussions with San Antonians about the future vision for the City. It reinforced an understanding of the community’s desire to support economic development and new jobs while fostering community arts, education, health and culture.  During COMPplan2040, residents will be made aware of the importance of how the City’s Comprehensive Plan will help implement the visionary goals of SA2020.  In the following pages, we outline a generalized work plan to work with stakeholders to implement the vision for San Antonio’s future, along with a defined process ‘road map.’.  Our approach to San Antonio’s Comprehensive Plan Update effort includes the following ten policy areas:

· [image: image2.jpg]Growth & Urban Form
· Transportation & Connectivity 
· Housing 
· Green and Healthy Neighborhoods & 
Communities 
· Public Facilities & Community Safety
· Historic Preservation
· Military 
· Natural Resources & Environmental Sustainability
· Jobs & Economic Competitiveness
· Implementation/Codification Actions

Our approach to preparing these policy areas is different from the norm. Where most Comprehensive Plan work programs outline tasks associated with these individual work products, we recognize that they are inherently related, and what holds them together is a community-based engagement process. In line with our understanding of San Antonio’s needs, our work plan proposes a process where collaboration and innovation take place as community conversations throughout the project. Much of this conversation with the community was held as part of the SA2020 visioning; the Comprehensive Plan will tap into that resource. Stakeholder interviews occur over lunches where subject matter experts confer in groups and draft land use maps that are evaluated by decision-makers alongside community stakeholders. Plans progress quickly as issues are identified early and solutions are immediately vetted. The DPCD Team embraces community engagement as a critical organizing element of a Comprehensive Plan process. Recognizing the potential for broad controversy, as is typical for other cities in a Comprehensive Plan update, our role is to listen to and learn from the community, to provide professional advice and education where needed, and to organize the community to implement the SA2020 Vision and define issues, provide context, and identify and explore alternatives. 
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DPCD has organized our Comp Plan work program into the six phases outlined here. Each phase is unique and culminates with different deliverables. While a traditional process would place community meetings and planning commission check-ins at regular intervals, we believe instead that meetings should only occur when they have a distinct purpose and outcome. Additionally, we believe that policies and land use alternatives should be developed using a highly collaborative process, which integrates all Comprehensive Plan elements and components. During intensive periods of the project, our senior staff will work together to facilitate a concentrated outreach process. The DPCD Team will facilitate multiple meetings and innovative events to save money and maximize community input. We will work with community stakeholders to give context to the most significant issues and vet the range of solutions to arrive at the policies and plans that are right for San Antonio. Throughout all phases, ideas will be shared with stakeholders across all Comprehensive Plan elements and work products, ensuring internal consistency. 
[image: image4.jpg]



	Phase One–Discovering                                                                                   


This first phase includes initiating the project, and introducing the project to the community and decision-makers. Some of this has already occurred before City Council. The objective of this phase is to understand and document current conditions, issues, and opportunities. Initial tasks in the Discovering Phase include selecting key consultants to undertake studies that will inform the baseline understanding of where we are in terms of capacity, buildout and costs associated with different growth scenarios, as well as the community goals. These studies include: 
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Infill Development Capacity Analysis – will inform the Comprehensive Plan as to where within the City we have unmet infill development capacity for the nearly 1 million new inhabitants over the next 20 years.
· Future Jobs and Economic Analysis - will inform the Comprehensive Plan as to where major and minor employment centers could be located with expected growth.
· Fiscal Impact of Alternative Scenarios – will lanalyze the costs and benefits derived from future growth alternatives conducted with the Metropolitan Planning Organization’s (MPO) 2040 Regional Multi-modal Transportation Plan, to determine the impact on the municipal budget.
In 2014, a second phase of consultant studies will commence. These studies will assimilate all of the MPO 2040 Transportation Plan studies and 2013 studies to articulate and illustrate the physical form of identified growth centers while considering regional impacts of growth. The 2014 consultants will also assist with Community Outreach and actual Comprehensive Plan document preparation. Finally, the second round of studies will include a robust collaboration between the City and VIA Metropolitan Transit. Another key product is the development of an educational Comprehensive Plan Road Show. This will be a professional video that informs the community about what a Comprehensive Plan is and why it is important.
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In this phase, we will also review the vast array of existing adopted plans and policies, and prepare a Technical Background Report (TBR) documenting existing conditions in the community/region and the future implications of following our current policies.  We will review adopted Plan documents and policies, ranging from city-wide functional plans such as the San Antonio Bike Plan, Parks and Recreation System Strategic Plan, and Animal Care Services Strategic Plan, to broad area sector and regional plans, to neighborhood and community level plans such as the Eastern Triangle Community Plan, Five Points Neighborhood Plan and the Center City Strategic Framework Plan.  The City has also adopted policies that are part of the Comprehensive Plan, such as a Complete Streets Policy and Annexation Policy.  
There are other studies, such as the Downtown Transportation Study that will be reviewed and incorporated.  The City has partnered with the military to develop Joint Land Use Studies for Camp Bullis and Lackland Air Force Base.  And, finally, many partner agencies have adopted their own plans, such as the VIA Smart Way Plan and the MPO Metropolitan Transportation Plan.  The ultimate goal will be to inventory the goals, policies and programs of all adopted plans and decide which policies are clearly outdated and which policies need to be revised and included.
Of particular importance will be reconciling the 1997 Master Plan Policies to verify they are relevant to San Antonio’s future. We will work with the City Attorney’s Office to reconcile our existing policies in these documents:
· 1997 Master Plan policies

· SA2020
The Discovering Phase results in commonly understood and accepted baseline data that is used to inform the Comprehensive Plan Elements. We will identify which existing land use policies contained in SA2020 are relevant to future challenges.  It also helps us identify key stakeholders and community partners to help the City implement the final Comprehensive Plan. 
	Phase TWO–Listening                                                                                                              
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This phase is responds to the community by reinforcing the SA2020 vision for the future and to understand the most important project issues. This Phase’s objective is identifying community issues to be addressed in each Comprehensive Plan element. The Listening Phase informs us about San Antonio’s aspirations for the future and identifies topics of importance to the community that help organize later phases of the project. Tasks in the Listening Phase include stakeholder interviews to identify community themes; a project website to reach out to the general public; collaborating with SA2020 lead partners (organizations identified to lead in cause areas such as Neighborhoods), and multi-sector work groups (active groups focused on an indicator such as Access to Parks & Greed Space); surveys to gain an understanding of public opinion; developing an educational “Comp Plan Road Show”; the assembly of a Comprehensive Plan Advisory Committee; and  Planning Commission workshop(s) that establishes direction for the Comprehensive Plan update.  Integral to this process will be regularly scheduled meetings with the executive leadership team, City Council Committees and “B” Session presentations. The Plan will also engage what are known as legacy institutions, including but not limited to our colleges/universities, medical facilities, financial institutions, regional planning partners,  our tourism partners, our development organizations and our military institutions. A “Convening Day” will be planned to assemble all of these partners so that their plans can be reviewed to see how they match up with the direction of the Comprehensive Plan.  
	Phase Three–Vetting
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This is the most important phase of the project. We will analyze market conditions, identify areas inside the City and its periphery that would be addressed through a new Comprehensive Plan, develop and review land use alternatives, and identify and discuss important policies and programs. This phase would engage various industry and community leaders, including those organizations currently acting as SA2020 cause area lead partners, in the development and discussion of expert group White Papers on the following elements:

· Growth, Population and Demographics (includes annexation)

· Transportation

· Community Health and Safety
· Sustainability (both built and natural environment)

· Military 
· Economic Competitiveness
Other important products in this phase include the review of the different growth center scenarios, annexation policy, housing/job opportunities and constraints assessment, preferred land use and the integration of transit supportive land use with local/regional  transportation plan(s), and the draft Comprehensive Plan policies. In the Vetting Phase, we propose, discuss, modify, and establish the basic characteristics of the Comprehensive Plan Elements based on continuous and diverse community input. This phase helps us ensure that the plan proposals moving forward are broadly supported and reduces potential for later unforeseen opposition.

	Phase Four–DOCUMENTING
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This is the writing phase, where DPCD develops the elements of the Comprehensive Plan for public review and incorporates their comments to produce draft public documents. Tasks in the Documenting Phase include preparing outlines and formats for each element of the plan. Further refinement and completing a draft Comprehensive Plan for broad public review is the primary task in this phase. This phase unifies the various inputs received in previous phases and transitions the project dialogue from stakeholders to the broader community.
	PHASE FIVE – EVALUATING AND REVIEWING
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This phase constitutes taking the document out to the general public. The goal of this outreach will be to reach out to the business community, civic groups, regional planning agencies, non-profit organizations, neighborhood associations and the general public. Varying outreach methods will be employed to get as much public exposure for the Plan as possible. This is the first time the Comprehensive Plan document is released to the general public for their review. The initial step will be to inform the Council Offices of the contents through either a B Session/Council committees or one-on-one meetings with each District Office. Following the Council informational meetings, the DPCD team goes out into the various Council Districts to garner further input and refinement on the Plan. These community workshops will be educational and informative, providing the residents with the necessary information to make comments on the policies and programs envisioned in the Plan. The DPCD team will be joined by subject experts who have helped develop the White Papers. Once all of the groups have evaluated the Comprehensive Plan, DPCD will make changes as necessary. 
	Phase SIX – Presenting and Adopting   
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This is the public review phase, where we will facilitate a series of public meetings and special events to solicit feedback and revise the Comprehensive Plan.  We will also hold public hearings with decision-makers and prepare final documents. Tasks in the Presenting and Adopting Phase include preparing revisions to the Comprehensive Plan and any supporting documents for public hearings, preparing responses to comments on the draft, and preparing a final Comprehensive Plan for Planning Commission and City Council adoption. Public hearings represent the culmination of the project, followed by preparation of the final versions of the Comprehensive Plan.
[image: image12.jpg]Discovering

‘ Listening

Vetting

Documenting

Evaluating
and
Reviewing

Presenting
and
Adopting



Community Engagement
The success of this Comprehensive Plan relies on a robust community engagement strategy across all phases. A close collaboration and integration of SA2020 and partners and processes is important to the success of the Plan. The Comp Plan will establish strategies that can be mapped against specific SA2020 indicators and targets to measure whether we are on track to achieve those targets. It is not enough to suggest using the broad-based vision of SA2020 to alleviate a robust Comprehensive Plan public outreach process. Appropriate SA2020 lead partners and multi-sector groups will be engaged to determine which Comprehensive Plan policies are relevant and match up with the “indicators” established by SA2020;  a cluster meeting to address SA2020 cause areas could be convened to provide final input on the plan.  While other factors will influence policy development, community input is anticipated to play a significant role. Our team understands that San Antonio is unique in character and landscape. San Antonio stakeholders are diverse and have varied interests relative to future land uses, sustainability, transportation and the environment. With a systemic pattern of rivers and waterways, multiple natural resources including a sensitive water recharge zone, recreational tourist attractions, a historic downtown, a nearby airport, military installations, and residential areas, San Antonio accommodates the needs of a very diverse population. Talking with business owners, property owners, members of the building industry, conservation agencies and others will be a key step in understanding the current and anticipated future demand for these uses. Through strategic public engagement at early stages in the planning process, our approach will help to balance a wide range of interests in community resources, recreation, and economic vitality.
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We propose a flexible approach to community engagement, beginning with an outreach assessment and comprehensive community engagement plan. Our proposal presents the outreach assessment at the kickoff stage of the project. Activities identified thus far include but are not limited to:
· Televised Comp Plan “Road Show”

· A Comprehensive Plan Website

· Online Surveys and Open Forum Blogs

·  “Live” District Level Presentations

· Council District Newsletters

· Other “non-online venues such as Library and Schools
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Role of the Comprehensive Plan Advisory Committee (CPAC)

In DPCD’s experience, working ‘step-by-step’ with appointed and elected officials is essential to a successful planning process. With this in mind, we are advocating for the use of a Comprehensive Plan Advisory Committee (CPAC). DPCD intends to use a 12-20 member CPAC to obtain feedback and direction at critical points in the project. As such, we propose to supplement the community engagement program described above with study sessions before the CPAC, to kickoff the project; confirm the community vision and issues; review land use alternatives and finally adopt the Comprehensive Plan goals and policies.  At the City Manager’s discretion, we recommend that the City Council participate as desired in these sessions, making them joint study sessions OR appoint 3 members of the Council to the CPAC. This is particularly important in re-affirming the relevant SA2020 visions and targets, preferred land use alternative, key policies, and draft documents.
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