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Figure 1
San Antonio from the Air
San Antonio's natural ad mcnmade beauty present a unique setting for urban design activities
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October, 1972

Mr. Loyd Hunt,
City Manager

City of San Antonio

San Antonio, Texas

Dear Mr. Hunt:

San Antonio's unique natural and manmade assets

present an especially inviting setting for the

urban designer. We have undertaken the Urban

Design Mechanisms Study imbued with the goal to

preserve the beauty of San Antonio and improv-

ing the quality of its environment while encour-

aging new development in strategic locations.

It is very important in a City blessed with

special environmental qualities to ensure that

in its enthusiasm for growth and development

these qualities are not destroyed. In San

Antonio there are already many precedents of

good urban design on many scales. The careful

landscaping of the River Walk is one example,

and the distinctive architecture of King William

and several downtown buildings is another. In

these cases a special ambience of delight and

livability has been created through attention

to urban design quality.

Our recommendations consist of mechanisms for

widely based institutional commitment to such

design quality and the establishment of several

parallel continuous design processes: in spe-

cial design districts, in coordination of city-

wide development projects, in capital improve-

ments, and in citywide long-range planning.

These mechanisms will serve to expand and refine
existing design services and to make urban design
an integral element of decision making and imple-
mentation in the City.

In our development of the mechanisms, we have

stressed the essential bond between the design

process and the implementation process. Urban
design guidelines must be developed within the

limits of implementation potential, must have
strong political support and responsible citizen
participation, and must be followed through by
a continuous design review and design service to

their successful implementation.

Finally, we urge you to act promptly, especially

in the areas of special district design, and in
development coordination. Several strategic

locations in San Antonio are ripe for develop-

ment. The benefits which will accrue to the

City from this development should be carefully

weighed within a complete context of environmen-

tal, economic and social considerations. Estab-

lishment of design guidelines and their enactment

would ensure that the benefits of this new devel-

opment will outweigh its costs to San Antonio.

We are optimistic that a City which created the
sensitive and human Paseo Del Rio can continue
such a careful and imaginative approach through-

out its districts.

Respectfully submitted,
SKIDMORE, OWIN S & MERRILL

John Kriken
Project Director
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Figure 2
San Antonio River
The sensitive blending of nature and design elements at the San Antonio River
can set a precedent for quality of urban design throughout the City
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Summary
The purpose of this study is to analyze and re-

commend an administrative structure for a public
urban design function in San Antonio. The cir-
cumstances which put urban design in the fore-

front of attention here are the examination of
the role of the City Planning Department in the
City, the establishment of a local Community
Renewal Program and the recent undertaking of
the San Antonio River Corridor Feasibility
Study.

Although the need for an organized urban design
process in the City has often been voiced by

design professionals, the growing concern for
solutions to urban design issues in San Antonio
will serve to emphasize the critical importance

of this study. This concern is manifested as
part of a general concern for quality in the

environment in San Antonio.

Since urban design deals with the physical/
environmental quality of cities, it is concerned
primarily with the visual and other sensory re-

lationships between people and their environment.
Correspondingly, urban design is inextricably
connected to all substantive areas of planning
concern, such as housing, transportation,
commerce and industry and it applies to regional,
citywide, district and neighborhood scales of
analysis. For each one of these areas and

scales and their interrelationships, there are
design considerations which can ensure environ-

mental quality in urban areas.

It was determined early in this study that a

local concept of urban design and environmental

quality had to be derived from the particular

characteristics of San Antonio itself. Thus,
the study approach deals with evaluating urban
design processes and achievements in other

cities as a guide for synthesizing the current

urban design issues and objectives in San

Antonio. The analysis of urban design experiences

in other cities has therefore served to clearly

define the overall context for an urban design
mechanism in San Antonio.

In addition, these case studies were compared
with an ideal urban design process which is
also under study. This comparison has served

to: indicate some of the difficulties in im-

plementing an ideal process; document recent

trends which reflect some departure from

traditional approaches; and highlight these
departures in relation to the current urban

design issues in San Antonio.

Finally, new legislation, namely the National

Environmental Policy Act of 1969 and the pending

Housing and Urban Development Act of 1972 (re-

venue sharing), were studied to ensure that the

mechanism proposed for San Antonio would re-

spond to the intent of these acts.

Six cities, San Francisco, Oakland, Minneapolis,
New York, Cincinnati, and Boston, were chosen

for detailed study because they had unique ad-

ministrative structures and unique urban design

processes. Two of these cities share with San

Antonio the title "one of the four unique

cities". The following general directions per-

tinent to the creation of an urban design func-

tion for San Antonio were derived from the case

studies:
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1. Establishment of urban design program with
implementable scope.

2. Involvement of decision-makers in the

design process and enactment of develop-
ment controls.

3. Local district participation and greater
citizen awareness and involvement.

4. Commitment to good design on the part of
government executives.

5. Commitment to permanent urban design staff.

6. Development of enforceable controls to

ensure conformance to design guidelines.

7. Enactment of enabling legislation for urban

design as an implementation tool.

Within the context briefly stated above the

current urban design needs and opportunities in

San Antonio have been examined. The present

major influence on urban design in the City

is the multi-agency study on development in the

River Corridor. The existence of this study
suggests that there is an immediate and re-

sponsive role for a local urban design function.

As such, there will be an immediate need for an
urban design arbitrator to set guidelines,
settle design conflicts, and contribute solutions

for the immediate issues facing the City.
Basically, these issues revolve around the

questions of preservation and development in

San Antonio.

San Antonio has unique natural and manmade assets
which will require affirmative action in order to
maintain their special qualities. These assets
include the San Antonio River, the historic char-

actor of downtown San Antonio, its landmark build-
ings, and historic neighborhoods. Some of these

areas, such as the Sat Antonio River and the King
William area, have guardians to protect them

(River Walk Commission, Board of Review for His-

toric Districts), but full legal protection has
not yet been secured for them. At the same time,
some of these assets will require special fi-

nancing and implementation programs to halt deter-

ioration and to preserve and enhance their in-

dividual qualities. As well, there are other

areas in San Antonio which have not yet been
recognized or utilized as local assets, such

as the irregular street pattern in Downtown,
or the many natural creeks in the City.

Since local development pressure has been inter-
mittant, strong design guidelines and controls
have not been developed for the above areas,
thus leaving San Antonio unprepared for new
development opportunities especially in the
River Corridor. The dual challenge facing the
City, then, is to encourage new development and
to influence its form so that it will not have
a negative impact on those qualities which have
made San Antonio unique.

Unless local development and preservation

activities comply with design guidelines, the
following problems may result:

1. Overbuilding in amenity areas and the
resultant overuse of open space and land-
scaped. areas.
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2. Inappropriate scale of new construction

which will destroy the atmosphere of
special environments.

3. Uniformity of uses and resulting sterility

of ground floor and street space areas.

4. Inefficient and unpleasant circulation

patterns.

5. Elimination of unique architectural, open
space and historic core resource areas in
the process of development.

6. Missed opportunities for enhancing existing

physical assets.

7. Negative impact on tourism and business
as a result of declining environmental

equality.

Controls and regulations will therefore be
needed to ensure that pending proposals for new
developments conform to a set of design
objectives for specific areas to prevent con-

flicts of new development with preservation
objectives. At the same time, many potential

developers, acting at smaller but nonetheless
critical scales, could be encouraged to im-

plement sound development proposals by a

variety of incentives and design services. In
the absence of a major thrust for development,
there will be a need to coordinate the City's
development projects to prevent the following
from happening:

1. Missed opportunities for using under-
utilized resources for development.

2. Missed opportunities for developing
mutually reinforcing and supportive
facilities.

3. Overbuilding and poor economic return.

4. Delays in implementation as the result of

improper response to regulations or in-
adequate funding.

5. Departure of private investment to other
areas.

One of the areas for incorporating urban design
considerations is the design of capital im-
provements. It has often been said that high
urban design standards could easily be set for
the design of public facilities because these
are in public control. However, most approaches
used to achieve this goal to date have been un-
successful. Therefore, if a systematic design
input is not introduced into public investments,
the following problems will continue:

1. The lack of firm guidelines for hiring
talented professionals to execute public

works projects will help perpetuate
mediocre design.

2. Lack of design coordination in public
works projects will result in missed
opportunities for creation of amenity areas
throughout the City.

Special attention to initiating a local urban
design function at this time will serve to
establish target areas of high environmental
quality, which in turn can assist decision-
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makers in formulating meaningful goals and objec-
tives for housing, transportation, open space and

commerce for various scales of implementation in
San Antonio. In this context, an urban design
mechanism would fulfill the need for a signifi-
cant design component in the emerging comprehen-

sive planning program.

If citywide design guidelines are not developed

in relation to comprehensive planning activities,
there will be no citywide design basis for re-

sponding to current issues as they arise. The
results could be the following:

1. Major development decisions will be made
which will damage the form and image of the

City.

2. Conflicts will occur in district delineation.

3. Lack of awareness and participation by citi-
zens will perpetuate the above conditions.

Recommendations
Four urban design mechanisms have been devised
for San Antonio:

Special District Design and Development

To establish design guidelines in special dis-
tricts which have natural and manmade assets and
enact controls for their preservation and devel-
opment.

The urban'design activities carried out by this
function would be establishment of goals; devel-
opment of design guidelines and controls; special
district definitions; design studies; development
of implementation programs, design review and
citizen participation in the design and develop-
ment process.

The recommended structure for this mechanism would
be a staff directly responsible to the specific
special district policy committee. This staff
could be part of the City Planning Department

staff assigned to special districts, or it could
be independently engaged as needs arise in the

special districts.

Development Coordination and Services

To coordinate public and private development in

the City, to provide incentives for new develop-

ment, and to utilize resource opportunities not

presently realized (e.g., River Corridor, Market,

Ursuline, Hemisfair, King William). This func-

tion would ensure that a systematic interdisci-
plinary approach to design prevails.

The urban design activities carried out by this

function would be citywide coordination of devel-
opment, including setting priorities, securing
of funds, and design and development services;
design studies and design review; and citizen
participation as citizen groups form in relation

to specific projects.

Three alternatives were developed for location

of this mechanism in government. The first main-

tains the existing departmental structure in San
Antonio and involves expansion of the City Plan-

ning Department to include development activities,
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the second proposes the formulation of a new

department for development coordination, and the

third would create a new staff function for de-

velopment coordination within the City Manager's

office. The first alternative would involve a
major reorganization of the City Planning Depart-

ment and may not provide the needed leverage for

coordination of all development activities in

the City. Therefore, either one of the other

two alternatives was recommended. The advantage

of the new department alternative is the possi-

ble added strength in policy-making of an inde-

pendent department dealing only with development

coordination, and the advantage of the new staff

function alternative is in its combination of

development coordination with other policy plan-

ning staff functions to the City Manager, and

thus a greater opportunity for achieving coordi-

nated City policy.

Capital Improvements Design

To elevate the design quality of public invest-

ments, specifically in construction of public

works and in provision of related public services,
such as street lighting.

The urban design activities carried out by this

function would be development of design stan-

dards and controls; design studies for capital

improvements; development of a comprehensive

method for allocation of public works; establish-

ment of a formal selection process for designers

of public works; design review and citizen par-

ticipation to establish priorities for public

works allocation.

The recommended location for this mechanism was

new staff within the office of the associate

manager for Public Facilities and Services.

Comprehensive Design

To establish citywide design guidelines related

to citywide planning activities, to respond to

citywide issues, and to serve as a guide to

Capital Improvements Planning.

The urban design activities which would be

carried out by this function would be develop-

ment of citywide design guidelines for housing,
transportation, open space, commerce and industry,
and public facilities; delineation of special

districts; design review, and citizen participa-

tion in increasing awareness of design issues.

The recommended location for this mechanism was

within the City Planning Department, where it

could best relate to the other citywide compre-

hensive planning activities.

The organizational structure for carrying out each

mechanism was based on the evaluation of other

cities, current urban design issues in San Anton-

io, and implications of new federal planning

legislation. Implementation of the mechanisms

could ensure the beginning of a broadly based

design process within the existing and changing

governmental structure in San Antonio in the very

near future.

It is important for the City to make an early

decision to implement the best suited alternative,

and to begin to develop the policy-making and

staff support needed to make San Antonio's urban

design effort count.
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Evaluation of Urban Design
Processes in Other Cities

V 1 7 " ^ i 7 j

The evaluation of the urban design processes

in other cities is based on close familiarity

with those cities, study of published documents,

and data gathered from urban design question-
naires sent to 15 major cities involved in urban

design activities. Of the processes in the six

cities which were analyzed in detail, each

represents an important lesson for San Antonio.

The cities were analyzed in relation to the

"ideal urban design process" as it has

traditionally been viewed in the planning and

design professions. The evaluation of other

cities, and in particular their departures

from an ideal process, presents sufficient
empirical evidence which can shed light on

the validity of an ideal process. This
evaluation has provided clear directions

for the development of San Antonio's urban

design program.

Figures 3, 4
The Grand Boulevards of Paris
Specific public urban design decisions pro-
duced the memorable image of Paris in its
grand boulevards and human scale of buildings
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The Ideal Urban Design
Process

The notion of an urban design process as a
special established function in city government

is based on certain premises about environmental

quality in public improvements.

Correspondingly, the ideal urban design process,
as it is generally understood, is based on the

assumption that an ideal physical design image
can be created for a city. By the use of
various methods, the actions of public and private
participants in the urban arena can be orches-

trated to produce the desired total image. The

basic underlying assumptions to this notion
are: first, a single physical image can be

agreed upon to serve as a context for smaller

scale decisions; second, economic and political

forces will inevitably have a high momentum for
change,or the retention of the status quo and

the function of urban design will be to guide

these forces in the desired direction; and

third, the public sector, through coordination

of its own functions and judicious choice of its
own actions, can serve to stimulate, guide and

control the actions of the private sector.
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The elements embodied in the ideal urban design
process stem from these assumptions. A check-

list of objectives for such a process was used

in evaluating the urban design processes of

other cities. The ideal process can be de-

scribed in summary fashion by a set of design

objectives and a set of process objectives:

Design Objectives

1. Imageable Physical Concept:

Clarity of physical image - a physical con-
figuration which identifies the major visual

elements of the city, reflects the visual
relationship between natural and manmade

form, and distributes its activities in a

rational order.

* 9
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2. Comprehensiveness of Design:

' E GkAND ruCNTAINS

The urban design function should be compre-

hensive. It should be instrumental in in-

tegrating the functions of housing, com-

merce, transportation, public facilities,

and utilities. In each of these there is a
link to design which should be recognized

and integrated in a comprehensive way. The
urban design function should also reflect

economic, social, and environmental goals

in the community, as well as short- and

long-range design objectives. Citywide,
district, and neighborhood design objec-
tives should be reflected at different
levels of specificity.

Figure 5
L'Enfant's Plan for Washington, D. C.
The Nation's Capitol was planned to present a
clear and dramatic visual image

* V

-4
r
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3. Design Fit--A Balance Between

Preservation and Development:

4 j

Figure 6
Boston Government Center
Design quality of Boston's Government Center
inspires good design by private builders

The function of urban design should include
historic areas in its sphere of influence,

indicate rehabilitation areas, and desig-
nate appropriate uses within special
environmental zones. The location, use

and density of new development should be

specified, and its visual and functional

relationship to existing built forms in-
dicated. Furthermore, attention should be

given to improving the physical environment
in existing neighborhoods where new de-
velopment may not occur.

4. Public Sector Emphasis:

Urban design should stress form-giving

potentials in the areas of greatest public
control. Urban design should ensure design

quality in these areas as a means for im-
proving the environment in the city and as
an incentive for private sector response.

Process Objectives

1. Goals, Policies and Strategies:

The City's design goals and objectives
should be translated into policies and
specific strategies for their implementa-

tion.
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2. Inter-Agency Coordination:

The planning agencies, action agencies and
city departments involved in public

facilities investment, design and con-

struction, should be involved in the ap-
plication of design strategies.

3. Awareness and Participation:

Citizen participation and public infor-
mation should be consciously pursued
throughout the urban design process to
achieve agreement and concensus on design

objectives, policies and strategies and

specific design solutions in particular
areas.

4. Implementation of Action Programs
and Application of Controls:

As a result of strategy definition,
specific action programs should be de-
signated to implement design objectives.

Design controls devised to produce a
desirable overall physical image should be
universally applied.

This list should not be viewed as a blueprint
for urban design to be used in San Antonio, but
rather as a useful departure point for the

evaluation of work in other cities.
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Figure 7
San Francisco: The New Skyline
The San Francisco Urban Design Plan was partly
a response to citizen concern about the conflict
between bulk and height of new development and
the unique natural amenities of the City

NOTE: The Italic text captions implications
for San Antonio as well as illustrations
and tables.

San Francisco: Citywide
Guidelines and Enforceable
Controls

A major achievement of the San Francisco Urban

Design Plan, pertinent to a discussion of urban

design in San Antonio, is the final adoption of
height and bulk limits by the City Planning
Commission based on the Urban Design Plan and
public review of the Plan's proposals. The
policies relating to this critical aspect of

new development, which have an important bearing

on the maintenance of San Francisco's unique

assets, have recently been approved by the Board

of Supervisors and enacted into law by the Mayor

of San Francisco.

The Supervisors reviewed the recommendations of
the Planning Commission and formally amended the

City Planning Code with the new zoning regulations

after public hearings were held.

In addition to the fact that these policies have
become law, the publication of the Plan in all
its aspects has increased public awareness of
design issues.
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-conflicts in
Design

By Lee Wakefield

The Plan has in its major guidelines for city
pattern and development emphasized the unique
natural and manmade qualities of the city: namely
the hills, the water, the open space and special
architectural and environmental districts and
areas. The increased awareness of urban design
issues has encouraged citizen groups to protest
new development that conflicts with views, sen-
sible limits to traffic circulation and the
neighborhood scale.

Figure 8
Newspaper Article from
The San Francisco Chronicle
The objectives, principles and policies of the
Urban Design Plan have frequentZy been used by
citizens to appeal to the Planning Commission
and the Board of Supervisors

Last Thursday residents of Russian Hill were disappointed when
the City Planning Commission postponed its hearing on the controver-
sial application for a site permit at 1150 Lombard St.

They were not nearly as unhappy, however, as spokesmen for
Kansas City developer William Haas.

Convinced that Haas was "up to something," a group of people
conferred outside the hearing room after the postponement was
voted and stiffened each other's resolve with remarks like, "he's
just trying to wear us out with a lot of hearings, but he won't."

"In fact," Ronald Pengilly, attorney for Haas, noted after the
hearing, "each time there is a delay, there is more emotionalism,
bigger crowds-and our press
isn't getting any better, either."

According to Pengilly, the de-
lay was needed because Allan .z & &N
Jacobs, Director of the City
Planning Department, had com-
pletely changed the terms of the
dispute with his "Staff Analysis" of the builder's plans, issued the day
before the hearing.

"I can see the way this hearing is going," Pengilly told the Com-
mission, 'and, frankly, I don't think we are going to get a sympathe-
tic hearing for our current plans at this time. We hadn't expected
this. We were convinced that we had finally met the Department's
objections and come up with a design conforming to the Urban De-
sign Plan."

At this, there was a loud chorus from the audience of laughs
and boos, indicative of a general feeling that the newly-designed Mutt-
and-Jeff towers plainly do not conform to provisions of the Urban

Design Plan.

Russian Hill

Plan
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Strong Political Support Agency Framework

Strong local endorsement from the legislative
and executive branches of government for under-
taking an urban design effort and introducing
an urban design emphasis in public decision-
making should be sought. The San Francisco
experience indicates that San Antonio might
consider the advantages of a directly repre-
sentative Planning Commission able to reflect
basic concerns of the community on planning
issues.

Building siting and massing with respect to
street pattern influence the quality of views
from street space.

A: Tall buildings on the tops of hills allow
clear views down streets.

B: Tall buildings on slopes of hills severely
restrict views from above.

r -

Figure 9
Principles for New Development,
San Francisco Urban Design Plan
Example of numerous fundamental principles out-
lined in the Urban Design Plan to guide devel-
opment and preservation

The urban design function in San Francisco was
isolated as a special entity within the City

Planning Department which is under a seven man

City Planning Commission. Commissioners re-

present various real estate, construction in-
dustry, and conservationist concerns, five of

whom are appointed by the Mayor. The chief ad-
ministrative officer and head of the Public
Utilities Commission also sit on the Planning

Commission. An Urban Design Advisory Com-
mittee was formed to advise on the development
of the Urban Design Plan. Lay citizens, pro-

fessionals and public decision-makers are part

of this group.

Organization

The Urban Design Plan was produced by con-

sultants and an urban design staff of 12 people
in the City Planning Department. The Planning
Department maintains a permanent urban design
staff of three people. Production of the Plan

was organized around a series of preliminary
reports on existing conditions, goals and

objectives, existing form and image of the
city, open space, and street livability, as well
as several district and sub-neighborhood studies.

Many of the latter have only been done in a pre-

liminary sense, and it is the objective of the

Planning Department to conduct a number of such

studies in depth in the future throughout the

city. Finally, all of the preliminary reports

were integrated into the citywide Urban Design

Plan by the staff of the City Planning Depart-

ment.
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Activities Preservation of Unique Assets

The San Francisco Urban Design Plan is distinc-

tive in that urban design is singled out as a
specific subject area separate from the func-

tional areas of housing, transportation, social

services, etc. It is seen as a basic plan ele-
ment of the Comprehensive Plan for San Francisco
now undergoing a major revision. Preparation of

the Urban Design Plan was in part a response to

the widespread concern about the environment in

San Francisco.

The central issue of preservation of natural and

manmade areas of the city is balanced against

the need for careful control of new development.

Concentration on this issue is due to a strong

market for development, particularly for pres-
tige office buildings and hotels in the areas
where the precious views, distinct visual forms,
and intimate human scales exist in San Francisco.
Thus, a great part of the Plan deals with means

for achieving conformance of new development with

stated design objectives for the city.

The Plan consists of a series of policies regard-
ing continuity of the city pattern, major new
developments, and the neighborhood environment.
Citizen participation during the preparation of
the Plan consisted of informal citizen group

reviews of preliminary reports, neighborhood
meetings, and review by the Urban Design Advisory

Committee.

The emphasis on unique, natural and manmade
assets in San Antonio should be essential for
an urban design program there. San Antonio is
still at a stage when new development has not
encroached on the City's natural physical as-
sets, as it has to a degree in San Francisco.
Indeed, preservation, rehabilitation, and judi-
cious approval of new development in and around
amenity areas could well be used to attract new
development to San Antonio. Specifically,
these assets would be the River Corridor, the
historic areas such as King William, unique
waterways, and indigenous neighborhoods with
special environments.

Increased Citizen Participation

The San Francisco experience illustrates the
need for a method of increasing the population's
awareness of urban design issues. The Urban
Design Plan was circulated and publicized
throughout the city, and generally created a
protective attitude in citizens about their
environment. Early involvement of San Antonio
civic leaders, citizen groups, and individuals
in the development of urban design studies would
help establish many common goals, objectives,
and means of control for various districts of
special concern and specific functional areas
before production of a citywide urban design
plan. This kind of involvement would summarize
agreements and commitments, indicate priorities*
or needs throughout the City, and would prepare
a firm basis for implementation of an urban
design plan.



16 San Francisco

A statement of general objectives and policies
is essential in an urban design program and
must have an immediate counterpart in specific
controls and regulations for implementation of
these policies. The interpretation of policy
statements cannot be left vague and contra-
dictory. Early development of controls allows
decision-makers to have leverage in review of
pending development projects.

s~ ,

Figure 10
Plan for Street Landscaping and Lighting -
San Francisco Urban Design Plan
Comprehensive urban design considerations for
public improvements were developed to guide
city departments in their long-range programs

Although great emphasis was laid on the process
of urban design for public and private de-
velopment, problems have arisen from the lack of

firm interim controls on development while the

Urban Design Plan was being prepared. Subse-
quent to formal adoption of the Plan, the Board
of Supervisors approved the interim controls

before permanent controls were considered. Even

so, eagerness on the part of developers to beat

the deadlines established for new development
controls suggests that ways must be found in

the future to avoid hasty approvals of de-
velopments which do not correspond with urban

design objectives.

The Plan outlines guidelines for implementation

of development: area planning, design proto-

types, demonstrations, and project review.

None of these activities are as yet in operation
to any significant degree. The Plan outlines
ways in which urban design can be included in
planning processes of agencies, such as the

issuance of street vacations and revocable

permits, redevelopment, the capital improvement

program, and public site selection and

facility design. Although these processes,
modified to include urban design components,
have not yet been instituted as routine

operations, it is assumed that progress will
be made here since the City Charter puts the
Planning Department in a central role for
overseeing the long-range planning of other
city agencies. The Planning Department also
has working agreements with federal agencies

and special districts in the City to coordinate
long-range planning activities.
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MAXIMUM DIAGONAL PLAN DIMENSION

METHOD OF MEASURING BULK.

MAXIMUM PLAN DIMENSION: The greatest
horizontal dimension along any wall of the
building, measured at a height corresponding
to the prevailing height of other development
in the area.

MAXIMUM DIAGONAL PLAN DIMEN-
SION: The horizontal dimension between the
two most separated points on the exterior of
a building, measured at a height correspond-
ing to the prevailing height of other develop-
ment in the area.

BULK MEASUREMENTS APPLIED
TO OTHER BUILDING FORMS

Figure 11
Bulk Measurements for Controls -
San Francisco Urban Design Plan
The Board of Supervisors recently
enacted controls to relate the
bulk of new buildings to the pre-
vailing scale of development

Simultaneous Development of Design Objectives

& Operational Procedures

Although the San Francisco Urban Design Plan
was produced by the City Planning Department

and coordinated with other city agencies, it
remains to be seen whether these agencies will

consistently abide by the Plan in their deci-
sions regarding developments and public improve-

ments in the years ahead.

San Antonio could ensure rigorous agency coor-
dination by combining the formulation of design
objectives with the initiation of new operation-
al procedures for their implementation. By ac-
tively involving all the relevant agencies at
the beginning of an urban design program, the
problem of attempting to introduce a finished
plan and set of procedures on an existing method
of conducting day-to-day agency business can be
avoided. For example, an urban design function
might be instituted in city departments where it
does not now exist.

Aggressive Use of Incentives

The San Francisco experience so far illustrates
the relative difficulty in achieving desirable
design objectives through negative controls
alone. In addition to enacting zoning incen-
tives, political support and staff are needed
for persuasion and negotiation in order to
steer new development in desirable directions.
It is essential for an agency desiring to im-
plement an urban design plan to budget suffi-
cient time and money for follow-up activities
and, in a tighter market situation, to place a
special emphasis on such staff design services
from the very beginning.
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Figure 12
Oak land Sky line
OaklZand's Urban Design Plan was generated to
stimulate new growth through a strong physical
design framework

Citizen Participation

It is essential to gain support from citizens on
urban design issues and procedures, and techni-
ques should be found to reach the general public.
The use of illustrative materials to communicate
urban design work was recommended in the Oakland
urban design studies (based in part on a public
information pro gram used in Philadelphia). Simi-
larly, the function of the urban design mechanism
in San Antonio should be to raise the level of
awareness of urban design in the City.

Oakland: Urban Design
Program with Implementable
Scope

The Oakland urban design experience to date in-
dicates the importance of gearing an urban
design program to the implementation potential

in the City. This relationship would also be
of utmost importance in San Antonio since San
Antonio's size and position in the region bear

some resemblance to Oakland.

The urban design study created an awareness of

good urban design throughout the city, yet
more awareness could have been gained by
vigorously communicating the work of the
urban design study team to the general public

and various interest groups in Oakland.

The study represented a good concept plan and

base of information for the city to pursue with
further urban design studies and to gain com-
mitments from other agencies and parties to con-
duct urban design analyses.
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The process recommended to carry out the various

urban design proposals included a revised urban

renewal process for the city, the initiation of

a resource allocation program (a tool for

balancing resources against needs and de-

termining priorities and scheduling for capital

improvements), and innovations in the city's

zoning regulations.

The major problem in attracting development to

downtown Oakland is its proximity to San

Francisco, which offers a prestige location for

office, commercial and residential development,
and downtown Oakland's competition with other

activity centers in the city of Oakland.

Some commitments for new commercial development
have been made in areas rezoned by the City
Council to conform to the various urban design
objectives in the Plan. One of these develop-
ments which has not yet been built, is a pro-
ject of luxury- to moderately-priced housing

along the waterfront in a former industrial area.

Some new developments have also been planned
which do not conform to the enacted urban design
controls. An example would be the planned
regional shopping center in downtown Oakland
which is so far from the existing shopping
center area that, when completed, it will draw

support from the existing center. This re-
presents a weak market situation in which de-

velopment which .conflicts with the adopted
urban design objectives is permitted to occur.

PROPOSED DESIGN STRUCTURE

AA
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Figure 13
Proposed Design Structure -
Design Framework for Oakland
A citywide network was developed of major open
spaces, the main circulation channels, and high-
est intensity clusters and corridors of buildings

In a weak market situation, new development
should reinforce existing activities.
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Agency Framework

GREATER CENTRAL DISTRICT

Gy w
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Figure 14
Greater Central District Proposals -
Design Framework for Oakland
The citywide physical design framework estab-
lished guidelines for discreet project areas
for development

The urban design function in Oakland began as a

component of a larger citywide comprehensive

development study that would be in itself a

first step toward revising and ultimately taking
the place of the city's General Plan. A seven-
member Planning Commission approves the work

of the Department of City Planning. An Urban
Design Committee, formed for the Urban Design
Study of the overall 701 Technical Study, ad-
vised the project staff and consultants, during
the two-year study. The Planning Commission

and the City Council have approved the design
and development study, which included zoning
recommendations for land use and density of de-

velopment, in addition to other elements of the

Comprehensive Development Plan.

The urban design study was citywide in orienta-
tion and included Planning Department staff
who coordinated with other city agencies such
as the Building and Housing Department, Con-
troller's office, Statistical Services De-
partment, Finance, Fire, Street and Engineering,
and the Traffic Engineering and Parking De-
partments. The urban design work to date is
seen as an initial step in a continuing pro-
cess of updating and revising and has long-
range implications for the physical planning
work of other city departments.
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Organization
Staff Commitment

The Oakland urban design staff has numbered up
to 10 people during the preparation of the urban

design study. Since completion of the study,
urban designers have been hired by the City

Planning Department as the need arises. Origin-
ally the urban design study was seen as a com-

ponent of the citywide development study, and

consultants were hired to supervise the

technical work of the project urban design staff.
An Urban Design Advisory Committee reviewed the

work of the staff and consultants at intervals.

Although a citywide orientation was given to
the urban design study, sub-area urban design

studies were conducted for the Telegraph

Avenue Grove/Shafter Freeway and BART corridor,
the Oakland CBD, the Fruitvale residential and

commercial area, and other parts of Oakland.

Activities

Preparation for the urban design study was a
major activity of the Planning Department for

two years. As a result of this study, the
Comprehensive Development Plan for Oakland has
clearly stated urban design goals and objectives.

The Oakland 701 project dealt with the study of
population and housing, jobs and economic de-
velopment, and physical development. It
directed its concern to adequacy of housing, de-
velopment of a healthy economy, reduction of
hard-core unemployment, and improvement of the
physical environment.

Although the Oakland City Planning Department
made a commitment to staffing for their urban
design study, an equally strong commitment to
the continuing function of urban design has not
occurred. Staffing and budgeting for urban
design must be adequate to ensure the realization
of urban design goals and objectives. Concept
plans are only as valuable as the effort that
goes into making them a reality.
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Design Services

Most urban design studies to date indicate that
broadly based concept plans are not enough to
ensure the orderly development of urban design
plans and programs. While some city decision-
makers and the general public are able to per-
ceive the implications of citywide urban design
studies, most people are better able to compre-
hend more detailed area design proposals. Devel-
opment of design studies for specific development
opportunity can be one of the means used to en-
courage new development. The Oakland urban
design work is an excellent example of several
illustrative graphics for the City as a whole,
as well as some sub-areas of the City. However,
these sub-area studies have not been followed up
with more detailed studies which could prompt
development and realization of the urban design
goals.

These objectives clearly indicated that Oakland's
approaches to housing development needed re-
visions, as did the city's capital improvement
programs. One of the most important aspects of
the Comprehensive Development Plan was the
formation of a data base on physical, social
and economic concerns that could be instantly

updated. Urban design field surveys are an
integral part of this data base.

Initially, an urban design field survey was
conducted which focused on the existing physical
conditions of Oakland's housing, streets, com-
mercial, civic, institutional and industrial
areas, and areas with buildings of architectural

merit. An analysis of open space including

Oakland's shoreline and major trafficways in-
cluding rapid transit was conducted. A major
emphasis was placed on the physical design for

Oakland. These studies translated the urban

design goals and objectives into a proposed
physical design for Oakland. The focus for the
urban design study was the preservation of cer-
tain areas and the encouragement of development

for others.

The urban design study for Oakland consisted of

a series of proposals intended to direct inevi-

table changes to improve the city's visual

quality, achieve a more efficient and harmonious

land use pattern, promote an articulation of the

city's forms and encourage an integration of

manmade facilities and the natural setting.

The urban design reports generated by the study
defined the function of urban design for

Oakland as a process for molding the city's
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physical development, through a continuing

process, into a more efficient, more beautiful

urban environment. Streets and other facilities
were seen as forming a logical, visible frame-

work to organize and stimulate private develop-

ment. Emphasis was placed on the formulation

of a stronger structure for the greater Central

Business district, establishing a hierarchy of

commercial centers, and the further development
of the existing creek system as a natural amen-

ity to exploit. Waterfront areas either vacant

or industrialized were analyzed for possible

recreation and residential use. A massive

street tree planting program and the establish-

ment of a clear hierarchy of streets and design

improvements along them was advocated. Addi-

tionally, it was recommended that high density

apartments should be located along major

streets. Analysis of the impact of new freeway

and rapid transit construction was also

considered.

Scope of Urban Design Program Consistent with
Implementation Potential

A major goal of the urban design study in Oakland
was to develop a mechanism for attracting new
development to the City through strong urban
design concepts and regulations to administer
them. Primarily because of its competition with
San Francisco, development has been slow. The
implication for San Antonio is that a strong
concern for development must be balanced with an
equally strong concern for preservation of
unique assets, general concern for the existing
environment, and a strong sense of development
opportunity.
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figure 15
Nicollet Mall, Minneapolis
The success of projects such as Nicollet Mall pro-
vided impetus for new urban design legislation

Legislation -- A Step Forward

The importance of legislation for urban design
cannot be over-emphasized. This major step
forward for Minneapolis would also be a step
forward for San Antonio and other Texas cities,
and should be taken as soon as possible.

Minneapolis: Legislation for
Urban Design-
Mandate

A Powerful

The unique urban design achievement in

Minneapolis has been the passage of State legis-
lation effecting planning and design mechanisms
The Planning Department has been engaged in urban

design activities since 1965 through the Community
Improvement Program. This work culminated in a
set of recommendations in the "Metro Center 85"

report. It was after the production of this

report, in a continuing series of urban. design
efforts, that State legislation was finally
passed in 1971 to enable the formation of design
districts and the appointment of a Heritage
Preservation Commission. Legislation is now

pending for a Design Review Ordinance based on

the above enabling legislation. The impact of

this legislation has been the passage of ordin-

ances regulating urban design which effectuate

design objectives.

Legislation Process

As a result of "Metro Center 85" and other re-
ports, the City Council established a Beautifi-
cation Committee (now called the Committee on
Urban Environment) in February 1968. The Com-
mittee is an advisory body to the Council, with-
out any legal jurisdiction, and has 25 members
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representing various City boards as well as
mayoral and Council appointees. Because of the
limited power of the Committee on Urban Environ-
ment, and because membership is not based upon
individual knowledge or experience in design,
the Planning Department felt that a stronger
review board was necessary to implement the
urban design framework. The Metro Center 85
report recommended the creation of a Design
Review Committee comprised of professionals with
training and experience in urban design and re-

lated fields. The Committee is to be responsible

to the City Planning Commission and will review

all improvements, both public and private in

areas designated as design districts. These

districts could include corridors along freeways,
major parks and water frontages (lakes and

river), the central business districts, areas of

major civic and institutional importance, etc.
Specific design principles will be used as guide-
lines for the Committee in their evaluation of

projects and these principles and standards

would vary according to the specific district

under review.

The Planning Department drafted a bill, passed

by the 1971 Minnesota State Legislature, that
included a contingency provision that only two

such districts could be created prior to 1973,

after which more could be established. With the

existence of this enabling legislation, the City
Council will adopt an ordinance pertinent to

urban design in the very near future. The
entire design review ordinance will be written

in three parts and each will be passed separ-

ately. They will include:

Mandate for District Design

The San Antonio River Corridor Area would be
an area clearly suitable for district designa-
tion, since it is a very crucial corridor in
which many of the City's irreplaceable assets
are concentrated. It is also the area where
the greatest development pressure is likely to
occur in the.near future. There are other
areas in San Antonio which can also become
special design districts.

Design principles and standards enacted into
law.
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Historic preservation can be successfully
achieved through Zegislation.

- an ordinance for the creation of a Design
Review Committee and the procedures to be
followed

- an ordinance listing the design principles
and standards to be used in any or all of
the design districts

- an ordinance establishing specific

design districts.

In addition to design review, the Planning
Department was also instrumental in achieving
legislation enabling a process of historic

preservation in Minneapolis. An ordinance to
create a Heritage Preservation Commission was

passed earlier this year, and the City is now
in the process of receiving nominations to

this Heritage Preservation Commission.

Legislation Impact

1972 Design District Act

An act authorizing the city to prepare,
adopt, and amend design districts and a

design framework to establish a design
advisory committee, and to establish design
review procedures for the purpose of pre-
serving and evaluating the city's visual

appearance and environmental quality.
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The Act enables the City to put into effect a
"design framework" within design districts.
This framework consists of design policies,
goals, standards, principles, visual form and

unique structures,and action programs for public
and private property. Design districts may in-

clude corridors along major thoroughfares, areas

abutting major institutions or open spaces, major

parks and parkways, riverfronts, the CBD, areas

abutting transportation terminals, major public

facilities and a number of major community

business districts.

The appointments to the Design Advisory Com-
mittee are for experts in environmental design.

Finally, the Act specifies that no environmental

improvement is to be made in design districts

without a certificate of appropriateness is-

sued by an agency designated by the City.

This Act effectively provides the mandate for

district design planning in Minneapolis. It

allows development and enforcement of design

controls in strategic areas which have design

needs without the study or imposition of such

controls on a citywide basis.

The impact of this Act is particularly signifi-

cant in that it specifically includes areas of

the City which are often most needful of a

systematic design approach but which have too

often been out of municipal control and also

outside the area of influence of special trans-

portation, water and other special service

districts.

Design framework is implementable through
Legislation.

Technical Design Advisory Committee oversees the
implementation.

A mandate for district design planning.
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Special corridors can become design districts.

Design framework imposes controls on all public

and private improvements.

At present, areas such as freeway and transit
corridors are undefined territories between

special districts and the municipality. Various
tools can be used to achieve the municipality's
design objectives for these areas such as land

assembly and redevelopment, zoning regulations,
tax write-downs or "special benefit assessments".

But these measures serve as negative controls or

positive incentives at best, without the

possibility for a design approach to the corridor
as a whole. Design district legislation enables

the municipality to review these areas, much in
the same way as construction in redevelopment
areas has been reviewed in the past, but with

greater flexibility and control in city
government. This allows the City to prevent the

occurrence of some of the most serious "misfits"

in urban development, and at the same time to

take full advantage of the often missed de-

velopment opportunities in such areas.

Second, this Act enforces conformance to desired
objectives, which have often been elusive, and
the coordination of City departments in reflect-
ing design objectives in private and public con-
struction. Since no permits and no change can
occur in. the design district except in those that
are within the established design framework, all
city departments must become sensitive to the
particular application of the design standards
for their own areas of concern.
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2. Proposed 1972 Design Review Ordinance

An ordinance providing for the review of the

environmental design of buildings, renovations,
signs and structures, and sites within city

design districts.

The proposed ordinance makes possible the ap-
pointment of a Technical Advisory Committee to
assist the City Planning Commission. The or-

dinance specifies the composition of the

Committee, to include architects, city planners,
landscape architects, graphic designers and en-

gineers. The ordinance also specifies that
professional associations and educational in-

stitutions submit nominations to the Committee.

Although this may eliminate from consideration

some of the more creative and talented design-

ers, at least it broadens the base for appoint-
ments to such a committee. The Advisory

Committee would review every proposal submit-
ted in the district and make a binding deci-

sion, unless overruled by a 2/3 majority of
the City Planning Commission. There would be

no appeal beyond the City Planning Commission.

If the review process is practiced creatively

by the Committee, and if the design principles
and standards for each district are made

explicit and visually understandable to potential

developers, this could be an efficient way to

resolve conflicts and ensure good design. It

would seem necessary, however, for this

Committee to rely on a permanent design staff

in order to carry out these duties in an

effective manner.

Advisory Committee Needs a Staff

The formulation of a Technical Advisory Com-
mittee with legislated power can be a powerful

tool to serve the design review function.
Should a prestigious review group become needed
in San Antonio it might be best organized as an

advisory body to the City Planning Department.
This was done successfully in Boston under the
Boston Redevelopment Authority. However, some

care should be taken to specify the relation-

ship of such a committee to a design staff
which would carry out the day-to-day design

feasibility studies, developer design services,
and design review. These day-to-day activities
are the principle work of design review. Inde-
pendent commissions with no affiliation with

the local planning agency do not capitalize
on all the design opportunities in the city

because of the lack of staff.
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In summary, the Design District Act and

Ordinance legislate district design and ensure

that design considerations actively determine

development in each district.

3. 1971 Historic Preservation Act

An act authorizing the appointment of Heritage
Preservation Commissions and declaiming legisla-

tive intent with regard thereto.

This Act enables the preservation of buildings,
lands, areas or districts which possess historical

or architectural significance and the appointment

of a Heritage Preservation Commission for this

purpose. The powers and duties of this

Commission are left to be determined by ordinance

in each municipality, but specifically include,
in addition to protective measures, positive

action such as lease of air rights, and the

granting of use variations to a zoning ordinance.

This Act clearly leads the way for preservation

of special districts in Minneapolis and in a

broad stroke allows each municipality to define

preservation. This will allow development of

very restrictive controls in areas where this

may be desired, or the use of various means to
rehabilitate, enhance and develop areas within

a preservation framework.
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4. 1972 Ordinance Creating a Heritage Preser-
vation Commission

The ordinance establishes the Heritage Preser-

vation Commission. The members are to be ap-
pointed by the City Council from a list of

nominees solicited from design professional

organizations. The Commission will have a

staff available for its use.

The Commission will recommend to the City
Council buildings, lands, areas or districts for
heritage preservation, with the help of the
Planning and Development Division of the City
Coordinator and the City Planning Commission.

The City Council will designate by ordinance
or resolution the specific buildings, lands,
areas or districts to be preserved. The
Commission is authorized to provide income
lost to a property owner due to a preservation
designation.

The ordinance ensures that valuable historic
and classic buildings, even if not very old
but representing an important period in
American architecture and civic design, can
be maintained in the face of pressure of new
development. This type of legislation will
ensure the preservation of such unique
historical elements.
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Figure 16

Manhattan Office Deveiopment
The decentralization approach to planning

. .

in New York is clearly related to the sheer
magnitude of planning issues there

New York: Local District
Participation in Urban Design
and Decision Making

The New York experience suggests two clear
lessons for San Antonio: First, the value of

establishing a deliberate urban design process
responsive to local conditions and needs; and
second, the establishment of a process to con-

tinuously respond to specific concerns in

certain well-defined areas. The first lesson

has already been anticipated in San Antonio as
the undertaking of this study indicates. It

should be noted that after a similar study was
completed in New York, it was given strong poli-
tical support for its implementation. The

second point deals with the organizational

strategy in New York of decentralizing the urban

design and planning activities according to geo-
graphic areas.

This type of overall approach ensures that
there will be a measure of active involvement
of citizens and decision-makers in the process.
Indeed, it arose as a result of citizen re-
quests. In this context, the effectiveness of
policies and controls generated is to a degree
ensured. The design activity becomes perforce
related to planning and to implementation and
does not take place in a ivory tower vacuum.
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The Urban Design Group has created a broad a-

wareness of urban design issues in most areas

of New York City. By relating physical plan-
ning closer to the realities of actual project

planning, the community has also been able to

become involved in establishing objectives for
developments in their areas. The "town hall"

approach to public participation has been ef-
fective in this regard. The Planning Department

is also careful to issue reports that are read-

able and understandable.

Because of its strong political endorsement from

the Mayor's office, developers are also conscious
of the need for planning new developments in re-
lation to their surrounding area. (However, some

new developments do tend to occur with little
regard to urban design issues -- witness the over-
building of office and hotel construction in mid-

town Manhattan. These developments have little
relation to ground and sub-surface transit sys-
tems able to serve them, and often do not conform

to any preconceived urban design plan of built
form for an area.)

Related to the problems of guiding private devel-
opment, some city and state agencies governing
transportation, housing and redevelopment, are
independent of the influence of the Mayor or the
Governor. It is thus incumbent on the Planning
Department staff to vigorously support its urban

design goals and objectives with these agencies.
Since it is so important to alert private devel-

opers and public agency chiefs to what the City
expects of them in the different areas of the

City, the Planning Department has proposed that

a special post of Development Coordinator be
created in each major district of the city. He

Political Endorsement

There must be substantial political endorse-
ment for creating new organizational structures
to administer urban design plans and programs.
Strong support from the Mayor of New York has
enabled the Planning Department of that city
to gain influence over matters relating to
urban design.

Urban Design Process

The New York case study indicates the importance
of establishing a clear process for the conduct
and administration of urban design. Plan-making
and monitoring of urban design objectives are
equally important.
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would be responsible for coordinating public

and private development with district urban
design programs.

Agency Framework

The decentralized approach to planning in New
York is clearly related to the sheer magnitude
of planning issues there. This approach of
assigning urban design staff to be responsible
for certain areas of the City appears to be
relevant to San Antonio regardless of its small-
er size. Division of a city into geographic
areas and assignment of a skilled urban designer
responsible for concept planning, area surveys
and reconnaissance, and monitoring of develop-
ment in those areas ensures that there will be
a key government employee that developers, other
city agency staff people, and the community can
turn to regarding urban design issues. The
closeness of the staff and their identification
with a particular area and the objectives of its
local leadership ensures that planning and
design activities are not carried on in a vacuum
but are responsive to local needs. Such an or-
ganization would not necessarily extend over the
whole City at any one time, but might begin in
high priority development and preservation areas
where a clear need already exists for immediate
urban planning and design effort.

The 300 square mile area of New York consists
of five counties and clusters of interrelated
but distinct central business districts. The

key problem in New York is one of overcoming
its own hugeness and establishing sub-area

planning districts which can ensure an orderly
process of development. Because each of these

districts requires the planning, construction
coordination and civic concern of a small city,
the urban design function in New York is de-

centralized into sections of the City Planning
Department responsible for a variety of plan-
ning programs in the five boroughs of New York.

The borough of Manhattan has two City Planning
Department offices -- one in midtown Manhattan
and another in the lower Manhattan business

district -- to handle the many and complex
planning issues in those areas.

Central to the concept of establishing a de-

centralized planning department was the idea

of establishing a neighborhood planning capa-
bility that would ensure closer urban design
staff initiation and review of projects, co-
ordination with other city agencies at that

level, and responsiveness to community issues

and concerns.

The Planning Commission is the governing body of
the Planning Department, and great emphasis is

placed on the power of zoning, which governs the

land use and density of development of New York's

District Design Plans
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urban areas. An initial professional advisory
group, made up of prominent New York architects,

helped determine the decentralized structure of

the Urban Design Group of the City Planning
Department. They also provide occasional review

of urban design objectives.

Most of the work of the Urban Design Group has
been incorporated into the City's Comprehensive
Plan, the first such plan in over 30 years. The
existence of the Plan and its policies help en-

sure the effective execution of urban design

concepts.

Organization Staff Commitment

A skilled professional urban design staff of 120
people exists in the borough planning department

offices.

In 1966 some urban planning and design profes-
sionals approached John Lindsay, then a can-
jidate for Mayor, with their concerns about
Jew York's deteriorating environment. With his
backing, these professionals proposed a decen-
tralized "town hall" concept of planning for
community concerns. This approach proved to
be effective in communicating planning issues
to the community and in receiving community
input to the planning process. A subsequent
advisory group, also made up of design profes-
sionals, sponsored a management study of New
York's city planning function and, as a result
of their study, proposed that urban design
professionals be added to the staff of the
Planning Department as part of the decentra-
lized structure mentioned above.

The New York case study also indicates that a
commitment to an appropriately sized permanent
staff is important to the conduct of an urban
design program.

Citizen Participation

An outreach program designed to create a higher
awareness of urban design in the community
would be desirable in San Antonio. Plans and
reports should always be easily understood,
and other techniques for direct participation
should be explored to create more public in-
volvement in city planning. A heightened
public awareness of urban design issues and
concerns can also have a positive effect on
local politics.
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Design Controls

Because of the development activity of New York,
the function of urban design is an important part
of city planning. Zoning is an especially impor-
tant tool used to relate broad urban design con-
cepts to the day-to-day administration of develop-
ment review. It will be important for San Antonio
to define clearly what regulatory measures of its
Zoning Code are relevant to regulating urban
design objectives. Zoning measures governing
land use and density of development might be ex-
panded in some detail so that the City's urban
design objectives have a clear set of regulations
to enforce them.

Activities

Planning for the urban design of New York is

conducted on a project level at the City

Planning Department. Concept studies for the

Theater District, parkway and joint develop-

ment studies for Brooklyn, and studies of

transit and related development in the mid-

town area and lower Manhattan are all examples

of urban design activities at the borough

planning department offices. Reviews are also
maintained, by urban design staff, of specific

areas of the five boroughs under consideration

for private development.

Staff review coupled with strong endorsements by

the Mayor for rational planning has influenced
private development. With this backing by the
city's executive branch has come a concern for

the "process" of urban design rather than a more
conventional product or plan-making orientation.
Outline urban design processes are described for
numerous areas of the City within which develop-
ment, both public and private, is subsequently
influenced. Zoning is seen as an especially
effective way for shaping areas of the City
through incentive measures that encourage devel-
opers to incorporate urban design objectives in

their project planning.

New theaters are being planned in midtown

Manhattan, through special zoning bonuses, as

part of larger office-retail developments. A

Special Zoning District was declared for the

Lincoln Center area on Manhattan's West Side

to encourage developers, by providing special

floor area bonuses, to conform to an overall

urban design plan.
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Siting studies for largely undeveloped land
areas on Staten Island have been conducted in

addition to new residential-commercial and

transit related studies in midtown Manhattan.

A downtown Brooklyn development study has

utilized special zoning incentives for develop-
ment. Other studies include a Bronx neighbor-
hood planning study of "vest pocket" housing
and a Harlem Model Cities circulation study.

All of the above studies are based on the rela-
tion of existing to planned new development

concentrations in the City. By concentrating

on sub-area urban design analyses, the City

Planning Department has brought city planning

closer to the realities of project planning
in New York. Developers and the general public
are thus more easily able to perceive the rela-
tion of long-range physical planning to built
form in the urban environment.

A major problem in New York is the need for an

effective method of encouraging private develop-
ers and investors to form teams big enough to
work with the City and its authorities to create
new centers based on good urban design. Problems
arising from assembling small building sites and
secret decision making could be largely overcome

with specific zoning controls known to all.
Public agencies should also know what are the
desired three-dimensional results of their acti-

vities. Therefore, negotiating opportunities in

urban design with public agencies, developers
and the community is at least as important as

urban design concepts and plan-making.

Ii
Figure 17
New York Theater District
The invasion of the New York Theater District by
office buildings led to the creation of a zoning
bonus to serve as an incentive to include thea-
ters with office development. Such solutions to
specific district issues are best evolved in a
district design context.
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Cincinnati: Simultaneous
Enactment of Controls and
Design Objectives

a a ,

Figure 18
Cincinnati Downtown
A unique structure for the design process
directly involved decision-makers and made
possible simultaneous agreement on design
objectives and enactment of controls

The Cincinnati CBD experience demonstrates a

process in which an urban renewal plan was
developed and fully accepted in less than a

year. The process involved a strong commitment
to implementation on the part of local decision-
makers and citizens, an effective interdiscip-
linary team of professionals, and a compressed
structure and timetable for the length of the

project. The process used may not be directly

applicable to other situations, but it clearly
illustrates that a well organized process and a
commitment to action can achieve results in a

very efficient manner.

The Design and Decision Process

Not quite a decade ago, Cincinnati had a long
history of failure to support a plan for the
downtown. Between 1961 and 1963, the planning
administration and the City Council failed to
reach an agreement on this issue on three oc-
casions -- each time using conventional methods
for reaching decisions. Finally, near the end
of 1963, the City had a loan and grant appli-
cation pending in Washington, a redeveloper
selected and financing ensured, but no agree-
ment on a design plan.
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Then a new concept for decision-making was pro-

posed: a plan which would lead decision-makers
through a sequence of planning steps after gain-
ing acceptance on each step by the planners,
'local politicians, and the public. A working
committee was established composed of repre-
sentatives from the City Council, the City
Planning Commission and the Downtown Develop-
ment Committee. A team of consultants which
included urban and transportation planners and
economists was engaged by the City. The
process agreed upon by the working committee
and consultants was a precise working schedule
involving a general meeting every two weeks.

Each step in the planning process was program-
med as a series of decisions to be voted on by

the working review committee. In the interval
between meetings, the decisions were ratified

by the City Council and the City Planning Com-
mission. Working majorities of both bodies

were represented on the committee and thus rati-

fication was assured. Each meeting took two

days, one for presentation by the consultants,
the second for discussion and decision.

The planning stages for the project were as
follows:

Stage 1: Reconnaissance

Stage 2: Selection of strategic objectives
Stage 3: Selection of alternative strategies

to achieve objectives
Stage 4: The design process

The schedule was adhered to, and as the com-
mittee and consultants proceeded through these

steps and made decisions, the City Council

PLANNING IN CINCINNATI

The planning process was programed as a series of choices...
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Figure 1.9
Cincinnati Decision Process Cfhart
Three excanpies are shown on this page of the
types of decisions made by the Corrittee during
Stage 2, when they were selecting the strategic
objectves for future development. The series
of choices were arranged in logical order by the
consultants and then voted upon by the Committee.
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convened and in most cases approved the deci-
sions. The final Plan consisted of a series
of 250 ordinances that varied in depth and
degree of detail, depending on the desired
degree of control. Finally, each block in the
renewal area was given a strongly delineated
relationship with the core area, stopping short
of prescribing its architectural development.

In 1964 after the passage of the ordinances, an
Architectural Review Committee was created to

ensure that actual design conformed to the
principles established in the Plan. Although
demonstrative in many areas, this Committee
did not include the business leaders and elec-
ted officials who made the first committee so
effective.

Results and General Application of the Process

The general result of this effort has been the
successful development of urban renewal proper-
ty, and this is what the participants of the
project had set as an objective. The main
lesson to be learned from this case study is
the value of involving the political repre-
sentatives and businessmen, who will eventually
implement the plan, in the decision process as
it progresses.

The application of this process to other areas

should be qualified by the following considera-

tions:

1. Is the community ready and eager to make

binding decisions on planning and design

issues? The three different plans which

had already been considered and rejected
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in Cincinnati before this process was begun

had laid the groundwork for an action-

oriented and well-controlled process. In
other cities, decision-makers may not sense

the urgency that was felt in Cincinnati.

Also, in other communities, it may be that
the regional environmental impact of core
or other special district development still

needs to be fully considered before a fast

moving action program is undertaken. It
may also be necessary and highly desirable
in some areas to educate the public and

elected representatives on the various as-

pects of planning and design in a particular

issue. Thus, the introduction of a rigorous

process as was used in Cincinnati will not
necessarily prove effective for other com-
munities. The general lesson which can be
learned here is the proven effectiveness of

decision-making when the decision-makers
are actively and creatively involved through-

out the planning process. Such involvement

would be beneficial even if the decision-

making pace is slower.

2. What is the defined area of concern, and who

is its ultimate custodian? It is too early
to estimate the total impact of the Cincin-

nati Plan. However, it has been reported
that the Plan has been most successful with-

in the urban renewal area. This would seem

to suggest that different methods, with

greater built-in continuity, should be em-

ployed in areas without a clear mandate. A
variety of incentives, design services, and

day-to-day review should be provided in such
areas in order to implement the design ob-
jectives.

A Decision Approach for District Planning

The type of approach used in Cincinnati is most
appropriate for special district planning. It
was extremely successful in the well-circum-
scribed area of the downtown core. Once an ac-
tion area or special design district is desig-
nated for San Antonio, a similar decision pro-
cess might be adopted. Whereas the rhythm of
decision-making exhibited in Cincinnati may not
be generally appropriate for a citywide approach,
in which the decision-makers are more diverse
and the public more dispersed, it is very well
suited as a process for a well delineated area.
A clearly designated group of decision-makers
who are eager to make decisions on a rational
basis and implement them is critical to the use
of the Cincinnati concept. The direct involve-
ment of decision-makers in each step of the pro-
cess also ensures that no time is lost on the
part of the consultants in pursuing inappropriate
directions.

Interdisciplinary Approach

The interdisciplinary character of the Cincinnati
consultant team should be noted. It was the com-
bination of economists, planners, and architects
on the team which ensured the value and imple-
mentability of the Plan. An interdisciplinary
team has been employed in San Antonio to provide
consulting services for the River Corridor area.
Such teams may be assembled again for other
special design and development districts.
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Figure 20
Boston Skyline
Urban design, urban renewal,
combined to form a powerful de
nating tool to stem the City's

r,
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Boston: Commitment to Good
A JDesign in Planning and Devel-

opment

In the early 1960's the Boston Redevelopment

Authority's Development Program with its ambi-

tious redevelopment goals for a large part of

the City, emphasis on a high level of urban
design, and institution of a powerful design
review process, was a precursor of urban design
in many areas in the nation.

and planning were
evelopment coordi- The Boston Redevelopment Authority's effective-

physical decline ness is largely a product of the rights derived

from eminent domain, the prominence and pres-
tige of key political and administrative figures,
and the high priority they have given to design.
Given this priority, procedures were developed
which resulted in only a few design concessions
in private and public investments. A design

process was initiated in Boston, in which a

complete scope of design activities led to

effectuation of design objectives. A creative

staff set goals and objectives for specific pro-
jects and for the City as a whole. The persis-
tent involvement of this staff in all the

follow-up activities served to effectuate the

goals. These follow-up activities consisted of
creative design review, many feasibility design

studies and negotiations with developers.
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Thus, the interpretation of design guidelines
was not left to builders, but developed and

communicated by the design staff. This ensured

a design coherence within each project area.

Boston's Development Program can be considered

successful for specific urban design process

innovations and in the physical accomplishment

of design objectives in several large projects

in the City. The negative trend of physical
deterioration in the City was reversed. This

success might be attributed, in some part, to the
emphasis on good design at all levels of opera-
tion, and on the impetus of the total development

program. The economic reality of Boston's natural

location as a regional administrative center pro-
vided the needed potential for its revival.

Agency Framework

The Boston Development Program was initially
established by Mayor Collins to comprehensively
deal with the City's physical decline. Thus, the
Authority had strong local political support for
its activities.

In Boston, the planning, urban design, and urban
renewal functions are all lodged in the Redevel-
opment Authority. The renewal program for the
City, when it was fully operational, included
10 centrally located General Neighborhood
Renewal Plan (GNRP) areas covering 1/4 of the
City's land area, and containing almost half of
the City's population.

Scope of Urban Design Program Consistent with
Implementation Potential

The extent of the area covered by the Boston
Redevelopment Authority enables it to have a
major influence on city development. However,
this physical extent has not always correspon-
ded to financial opportunities for implemen-
tation. Thus the activities undertaken within
an urban design program should be within an
economically, socially, and politically realis-
tic framework.

Political Support

Clear, continuous, and consistent political

support is needed to carry out any urban design
program for a city. In San Antonio this may
require a commitment to educational activities
on urban design matters.

Multidisciplinary Team Effort

In order to achieve design objectives in
various types of projects at different juris-
dictions, every project team should contain
design, development staff, and other special-
ists as needed.
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Organization

The Boston Redevelopment Authority consists of
five persons, a Development Administrator, and
technical staff. There are four basic divisions
in the staff organization: planning and design,
transportation and engineering, renewal, and

operations. Whereas transportation and engin-

eering serve as resource groups, the planning and

design and operations groups are together in
project teams for each redevelopment project,
each of which consists of a director, a plan-
ning and design staff, and a development

specialist staff. A special team of planners
and designers was formed originally to produce

the citywide Boston General Plan. In addition,
the position of a design review officer with a

staff to review all BRA projects and offer
review services to interested public-private

parties was formed. The Design Advisory Com-
mittee consists of outstanding architects in
the City to supplement the BRA design staff.
The inclusion of design staff at all levels of
operation ensured that there was competent urban

design work on a citywide, project, and specific

architectural scales.

Figure 21
1960/1975 Boston Development Program
Boston at one point had 13 federally assisted
projects, code enforcement areas, and several
major private projects receiving public non-
financial assistance
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Activities

The major way in which the design function is
carried out at the BRA is through the design
review process. Design review here is not a

routine perfunctory activity, but a conscious

and deliberate process set up for the achieve-
ment of desired design objectives for the City.
Within the Authority itself the utmost level of
design coordination prevails. For the City as
a whole, a basic design strategy known as "The
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Capital Web", was developed to guide capital in- ACTIONCORRIDOR

vestment and structure the important elements

of visual communication. Within that general NAL

design context, each project has developed its
own design objectives and controls which are \
set forth in the plans and disposition docu-

ments and constitute the explicit basis for

design review.
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Boston's strategic position
in the proposed Composite Regional
development pattern gives it a command of
land development opportunities in three
Regional Action Corridors and in several
highly accessible sub-centers.

Figure 22
Regional Action Corridors, Boston General Plan
An imageable physical concept expressed a new
functional organization for the City and region



46 Boston

Design Services

A program sensitive to developers should include
provision of services for developers at all
stages of the development process. These would
include the following:

1. Information about development opportunities
and constraints.

2. Assistance in getting approvals.

3. Design review assistance.

Such services would be additional staff functions
complementing such Zegal and procedural incen-
tives as bonus zoning regulations, Zand write-
downs, etc.

Citizen Participation

In order for each element in the total program
to succeed, citizens must be involved in dif-
ferent levels and capacities. Specific design
objectives and design studies should be develop-
ed together with representative community groups,
to ensure the final conformance of solutions to
community goals.

In most cases urban architectural design studies

were made, which served as guides to the devel-

opers as well as to the reviewing staff. Thus,
review encompassed active in-house design, which

served to extend this function beyond mere

approval or disapproval of plans. The Boston

Redevelopment Authority has not consistently fol-
lowed a pattern of tight or open controls. In

some areas of the City where certain design con-

straints were considered crucial, as in Govern-

ment Center, the Waterfront, and Washington Park,
tight controls were set and adhered to. In

other projects more leeway was allowed for com-

promise and negotiation. Some functional aspects
such as street signs and lighting are tightly
controlled in all project areas.

Staff Liaison is a key element linking and pro-
viding interchange between the design plan and

the developer. The staff offers developers a

number of services to ease the process of imple-
menting design objectives.

One emphasis of the program from the beginning
was "planning with people" - the regular com-

munication with people in the neighborhoods

about design progress. In addition, services

were provided which made possible assistance to
developers in getting approvals and cooperation
from other agencies and assistance with design
modification and decisions. As well, the pro-
gram made available large resources of informa-

tion such as the "developers kit", which con-

tains all the necessary information about

certain renewal areas, and provided support
before the Design Advisory Committee.
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A small recreation space
with durable and accommodating
equipment and materials: attracting more
intensive use by different age groups of
Boston's recreational facilities, through
improved landscape design.

Figure 23
Design Study, Boston Development Program

Figure 23, 24
Final development and capital improvement plans
resulted from early design studies and review
by the Boston Redevelopment Authority design
staff

Design Advisory Committee

In order to ensure adherence to better design
and to resolve internal intra-agency conflicts,
an impartial, well respected working committee
can lend strength to proposals and conduct
effective review with developers.

Design Review

A complete and creative design review would con-
sist of the following activities:

1. Development of citywide design objectives
in an imageable concept.

2. Development of district or project design
objectives and controls within the city-
wide context.

3. Development of design studies illustrating
solutions to design objectives.

4. Maintaining staff contact with developers
and negotiation on proposals.

5. Maintaining staff coordination between
other agencies on specific issues.

6. Reliance on a prestigious Advisory
Committee when conflicts occur.



48 Boston

Figure 24
Design Study, Boston Deve topment Program

Finally, the most important determinant for
success of the review process is that design,
along with financial strength and experience,
is considered an important criterion in select-
ing the developer team.

The Design Advisory Committee is Boston plays
a broad role in that it renders expert opinion
on design issues, and beyond that plays the
role of a political pressure group in influenc-
ing the BRA staff, other public agencies and
architectural clients.

The reason that this Committee has such a
broad role is that it has always consisted of
a highly prestigious and independent group of
architects.
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Ideal Urban Design
Process Evaluation

The urban design processes used in various
cities placed an emphasis, depending on the
city's political priorities, on certain items
in the ideal urban design process checklist.
However, the crucial aspect which determines
success of the process does not seem to be the
actual quality of the design itself. The cre-
ation of an imageable concept or a comprehen-
sive approach to design cannot in themselves
inspire desirable changes in the environment.
What is critical is the interrelation between
design and the implementation mechanisms which

govern it. In reviewing these cities, it
becomes clear that perhaps none have achieved
an ideal process for themselves. But some
cities have been able to establish the begin-

nings of a workable urban design process, or have
accomplished many of their urban design objec-
tives in single projects or groups of projects.

The result of the Urban Design Survey and evalu-
ation of six cities' urban design processes bring
to light new directions for an urban design pro-
gram in San Antonio. In comparing the successes
and failures of these cities to the originally
discussed ideal urban design process the essen-
tial elements of a process emerge.

For San Antonio the implications of the experi-
ence record of other cities are the foZZowing:

1. Establish urban design progros with
implementable scope.

2. Obtain strong political support for good
design and involve decision-makers in the
design process.

3. Increase citizen awareness and devise a
structure for citizen involvement.

4. Seek enabling legislation and enact
development controls.
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Urban Design Agency Survey
for the San Antonio CRP Urban Design Mechanism Study July, 1972

C! 0c= . >

URBAN DESIGN r 0 M 0
MECHANISM . - = 1 4 --

z co &
1. FINANCIAL ASSISTANCE LOCAL X X X X 40

FEDERAL X X' X X X X 60

2. SCOPE OF PLAN CITYWIDE X X XX X X X X X 90
SUB-AREA X X X X X X X X X 90

3. ADOPTION OF PLAN PLANNING COMMISSION X X X X X X X X 80

OTHER GOVERNMENT BODY X X X REN: X X 60

OTHER INE 10

4. INTERAGENCY COORDINATION FORMAL PROCEDURES X NG X X X X X X 70

INFORMAL STAFF CONTACT X X X X X X X X 80

5. DEVELOPMENT OF OBJECTIVES CITY PLANNING X X X X X X X X 90

OTHER X X X X 40

6. IMPLEMENTATION MECHANISMS DESIGN REVIEW X X X X X X X X X X

0 PUBLIC DEVELOPMENT ONLY REGULATIONS & INCENTIVES X O X X X O X O X
O PRIVATE DEVELOPMENT ONLY
X BOTH PUBLIC AND PRIVATE DEVELOPMENT POLICY GUIDELINES 0 X X X X X 0 0 X

FEASIBILITY STUDIES " X X" X X

7. ARBITRATION (OBJECTIVES/PLANS) DESIGN REVIEW BOARD X X X X X 50

PLANNING COMMISSION REVIEW X X X X X X X 70

LOCAL GOVERNMENT REVIEW X X 20

8. CITIZEN PARTICIPATION IN URBAN DESIGN CITYWIDE X X X X X 50
OBJECTIVES NEIGHBORHOOD X X X X X X X X 80

9. CITIZEN PARTICIPATION IN URBAN DESIGN CITYWIDE X X 20
REVIEW NEIGHBORHOOD X X X X X X X 70

10. LOCATION OF URBAN DESIGN FUNCTION CITY PLANNING X X X X X X X X X 90

URBAN RENEWAL X X X 30

COMMISSION [RNT 10

MAYOR X 10

11. NUMBER OF PERMANENT URBAN DESIGN STAFF 3 3 120 45 1 3 17 10 15 2 -

12. URBAN DESIGN STAFF AS PERCENTAGE OF PLANNING DEPARTMENT (%) 5 4 10 20 3 1.5 10 14 -

Figure 25
Urban Design Agency Survey
This chart summarizes the responses of 10 cities to the urban design survey conducted as
this study. NOTE: Permanent urban design staff is differentiated from generally larger
for preparation of urban design plans.

part of
staff
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Design Objectives

1. Imageable Physical Concept

Whereas it is desirable to produce an image-

able physical design concept for the City

in order to guide design activities, this

item has no productive use unless it is

accompanied by procedures for implementing

controls and a staff to carry on continuous

design review and design services to ensure

that execution conforms to the design guide-

lines.

2. Comprehensiveness of Design

Ninety percent of the cities produced both

a citywide urban design plan and sub-area

plans. Thus, the concern for an overall

design plan was dealt with in a comprehen-

sive fashion.

Whereas consistent citywide goals and stand-

ards are necessary for some functional areas

it has been demonstrated that an urban de-

sign process can operate successfully in a

decentralized structure, with special con-

centration on certain districts. At the

same time, special attention might be given

to certain functional areas in the City

which are considered to be most needful of

a design input.

3. Design Fit

The importance of this element has been
emphasized in all of the cities. In at
least four of the cities resolution of the
conflict between new development and exist-

ing assets formed a major part of the urban
design task.

In 70% of the cities, the Planning Commis-
sion is the arbitrator of conflicts, 20%
also have local government review, and 50%
have a design review board as well. The
general trend appears to be toward a de-
emphasis on appointed planning commissions
and the development of supporting review

bodies, specifically trained in design, to

perform the duties of design arbitration and

interpretation.

4. Public Sector Emphasis

Whereas the emphasis on public facilities
has always been stated as an obvious goal
for design and planning activities, this
goal remains one of the most illusive. Even
in Boston, with the maximum authority given

to the BRA, the problem of coordinating
design activities with other departments has
remained. This would suggest that new
approaches be attempted to resolve this prob-
lem. Such new approaches are presented in
the following section.

Process Objectives

1. Goals, Policies and Strategies

Goals, policies and strategies are needed

to develop effective controls. It has been

shown that these need not necessarily be
developed for all the functional or geogra-
phical areas and scales of the city at one

time. The more specific the policies and

strategies can be, the more easily they are
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translatable into enacted controls, the more
effective the program.

2. Inter-agency Coordination

Seventy percent of the cities have formal
procedures for inter-agency coordination.
Although the emphasis on design of public
improvements has traditionally been made,
inter-agency coordination on design issues
on a citywide scale is difficult to achieve
in reality. However, such coordination may
be successful in focusing on a specific
geographic area of special concern to sev-
eral agencies, such as the River Corridor.
This presents an opportunity to begin im-
plementation of urban design objectives.

3. Awareness and Participation

In only 40% of the cities were urban design
objectives defined outside of the city
planning department. Also, citizen parti-

cipation in setting objectives was strong-
est at the neighborhood level. These
phenomena would suggest that there is a
lack of broad participation in the setting

of citywide urban design objectives. This

may indicate that urban design efforts

should be concentrated at scales in which
wide participation has been successful,
such as at the neighborhood, district, and
sub-area scales of analysis.

4. Implementation of Action Programs and

Application of Controls

It has been pointed out in all of the case

studies that urban design plans have limi-

ted usefulness without the concomitant

action programs and enforcement of controls.

In only 60% of the cities was the urban de-
sign plan adopted by the elected government
body. Thus, in 40% of the cities the urban
design plan does not have any legal standing
and thus cannot be effectively used to guide
change in the environment.

All of the cities have instituted a design
review process and most of them have devel-
oped regulations, incentives and policy
guidelines as a result of the urban design
plan. However, only 60% of the cities have
undertaken feasibility studies for specific
parts of the plans. Although regulations
and incentives can help to implement urban
design objectives, it is only in creative
design interpretation of these objectives
that they can be realized. This creative
interpretation is most successful when it is
a mutual process of design studies involving
the public agency designers and the private
builders.

5. Location of the Urban Design Function

in Local Government

In 90% of the cities, the urban design

function is located in the city planning
department. This has been the traditional

location for this function. It may be that,
in view of recent trends in citizen partici-

pation and local government organization,
this traditional approach could be modified

to relate the urban design activities more
closely to specific local concerns.
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Urban Design Needs in San Antonio

Opportunities and Constraints
for Urban Design

A major theme which emerged from the evaluation

of urban design processes in other cities is the
need to preserve a city's unique assets. A

great deal of energy was spent in these cities
to protect and enhance their natural and man-
made resources. In the evaluation of urban

design processes in other cities, it has been

shown repeatedly that the scope of a city's

urban design program should be consistent with
its implementation potential. The implemen-

tation potential sets the givens and defines

the program for new development, and it is this
quantitive program which determines the scope

and extent of urban design activities needed to

achieve the desired character of development.

Furthermore, knowledge of potential new loca-

tions for investment serves to define the
locational focus for the urban design program.

Thus, the environmental and economic settings

in San Antonio serve to define the urban design

issues in the City. In addition, the tradi-
tional design target area of public works
projects, new CRP activities, and comprehen-
sive planning in general extend the range of
urban design opportunities.

Figure 26
San Antonio River

Figure 26, 27
The unique aspects of San Antonio's environment
are reflected in its natural and manmade amen-
ities and resources

k
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Figure 27
King William Historic Area

Environmental Issues

History manifested in its buildings, the River
as a stage for civil life, and the strong bi-

lingual, bi-cultural impact of Mexico have pro-

vided San Antonio with an unforgettable envi-

ronmental setting. These attributes establish

the City's image for visitors and residents
alike.

The importance of these resources to the City's
economy is well known. In spite of this, in

day-to-day decision making, these resources are
constantly threatened or are being lost alto-

gether. Many times thoughtless acts occur which

could be prevented by enactment of design con-
trols into law.

The unique natural qualities and the rich stock

of existing development in San Antonio suggest
that preservation and enhancement of existing

assets are major urban design issues. Such
preservation should be concerned broadly with all
the design resources of the City, including in-
dividual buildings, building groups, districts,
open spaces, waterways, landmark trees, battle-

fields, monuments, bridges, archeological sites,
and areas of unique street patterns.

Many of these resources can be found within
clusters of neighborhoods in and around the
River Corridor. A balanced preservation and
development program could result from special

district design in this area, including broad

preservation principles for the district as a
whole and specific development controls for
certain areas.
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Economic Setting

Recent trends in San Antonio have not indicated

major population growth in the City. A series
of locational decisions on the part of major

employers and institutions have served to in-

crease the movement of both employment and
housing to suburban areas. In the absence of a
major new catalyst for development in the City,
it would be unlikely that this trend would be
reversed and that this growth would return to
the center. Historically, this has been suc-

cessful in cities of small size where city

center and suburban locations were easily sub-

stitutable. Although some U.S. central cities

have grown, it has been in the administrative
and service areas. The dominance of Houston and

Dallas in the southwestern region as administra-

tive centers will, in all probability, preempt
this kind of major growth in San Antonio.

Nevertheless, the River Corridor Feasibility

Study, recently undertaken by the City of San

Antonio, promises to have a positive influence

on certain kinds of development in the immediate

River Corridor area. Several large and small

development projects within the Corridor have

already been proposed, and such proposals are

likely to continue to emerge because of the

unique amenity potential of the River and the
anticipated establishment of special funding

and implementation procedures in the area.

Although the economic setting in San Antonio is
one in which a large volume of new development
extended over large areas is not immediately

anticipated, pressure is likely to occur in

w
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Figure 28
San Antonio River
South of Central Business District

Throughout San Antonio unrealized oppor-
tunities for development and preservation

should be recognized to prevent their

piecemeal erosion

yy
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River Corridor Study
Boundary
River Flood Control
Improvements
General Site
New Town In Town

ldBrewery
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Academy Site
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Market Site
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Figure 29
Opportunity Sites for Preservation
and Development, River Corridor Area

certain strategic locations in the River Corri-
dor, especially in the downtown area. This is
the area where urban design guidelines should be

developed and development controls enacted with-

out delay.

The experience of other cities indicates that in

order to be effective, controls must be produced

and enacted almost simultaneously with design.
This type of dual approach should be immediately
introduced to the River Corridor area.

From this economic situation, the indication is
that there will be a need to carefully control
new development and reinforce existing activities
by preventing dispersion and misplacement of new

activities and the resulting economic weakening

of both old and new. Also, while the form and
character of development in certain amenity loca-
tions will have to be strongly controlled, in
other areas new development should be solicited
and guided through design, legal and procedural
steps to successful implementation. Lastly, pre-
sently unrealized development opportunities
(such as the Market, Ursuline, Hemisfair) should
be used to spearhead development. Thus, a deli-
cate balance between strict controls and special
incentives and services will be needed in order
to gain the maximum benefit to the City from
potential new investment.

Community Design Awareness

One of the best means of improving environmental

quality in the City is through a community well
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informed about design opportunities. Such an

opportunity is provided in the construction of
public works. The construction of streets, side-

walks, light fixtures and tree planting, all

affect the individual's daily perception of the

environment.

There is an opportunity at .the inception of an

urban design program to begin to develop high

standards for design of public works, and to

implement such a program with the help of an

aware and discriminating citizenry. In San

Francisco, informed citizens relied on guidelines
of the Urban Design Plan to appeal decisions
made by the Planning Commission.

Comprehensive Planning Activities

The experience of other cities indicates that

urban design planning outside of a realistic

implementation framework is a costly and unpro-

ductive activity. It therefore would not be

desirable to carry on extensive design studies

in areas beyond the immediate development pres-

sure area, which at present appears to be the

River Corridor. However, the presently begin-
ning CRP and comprehensive planning programs
offer an opportunity to develop citywide design

guidelines relating to all the functional areas

being analyzed. As the CRP program begins to
develop factual data on these physical and social

systems, an urban design function can provide
visual and sensory objectives and criteria for
system evaluation. At the same time these guide-

lines will provide a citywide design basis for
decision as specific issues arise.
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Proposed San Antonio Market Development.
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Criteria for Urban Design
Mechanisms

The criteria for selection of an urban design
mechanism serve to set the context for struc-

turing an urban design process for San Antonio.
The criteria, or performance specifications, for

the mechanism are based on the evaluation of

urban design processes in other cities, analyz-

ing the ideal urban design process, urban design

needs and opportunities in San Antonio, and anti-

cipated changes caused by new federal legisla-

tion.

A study of the last substantiates many of the

conclusions drawn from examination of the first

three areas. The new legislation, namely the
National Environmental Policy Act of 1969 and

the Housing and Urban Development Act (revenue

sharing) of 1972, crystallize new conceptual

approaches to design and development activity.
Basically, the Acts imply that specific solu-

tions to particular local problems are more im-

portant than the procedural framework within

which these solutions are generated. The main

intent is that the solutions genuinely deal
with the local issue within the total context

of resources, problems, and opportunities of the

city. Such an approach reduces traditional

treatment of urban design to only one part of
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the total urban design formula. It is no longer

satisfactory to create a single role for this

function in government. The new emphasis is on

best answering the needs where they exist, and

structuring the government mechanisms in response

to the needs.

The criteria developed include these considera-

tions and indicate the characteristics of a

design framework for San Antonio. These criteria

will also serve as an effective evaluation tool

for the selected mechanism.

Preparedness for New Legislation

Two federal acts will soon have a significant
impact on the conduct of planning, design, and

development activities in American cities. The

first, the National Environmental Policy Act of

1969, is already being applied and tested in the
courts. The second, the Housing and Urban De-

velopment Act of 1972 (revenue sharing) is still

pending in Congress. Generally, the effect of

these two acts will be to respond more sensitive-

ly to the specific issues in each city, by elim-

inating elaborate procedures and red tape and

focusing funding more directly on the local needs

and commitment to change. The urban design me-
chanisms instituted in San Antonio should be

structured in anticipation of the passage of De-

partment regulations for these acts and should

incorporate the following required characteris-

tics implied in the legislation:

1. A Systematic Interdisciplinary Approach

The NEPA of 1969 spells out that commun-

ities should "utilize a systematic inter-

disciplinary approach which will insure

the integrated use of the natural and social

sciences and the environmental design arts

in planning and in decision making which may

have an impact on man's environment."

San Antonio's choice of a multidisciplinary

consulting team for the River Corridor Study

is a beginning in this direction. The Act's

requirement suggests that such interdisci-

plinary teams should be assembled to deal

with special areas and issues, and should

include all the disciplines necessary to the

solution of the particular problem. This

requirement will apply to private as well as

public projects. This approach implies de-

centralization of design and development ac-

tivity, but would necessitate a strong central

policy control.

Second, with respect to design, the Act can
be interpreted to mean that a systematic de-

sign function should be introduced into many

activities carried on by city government,

such as provision of community facilities,

utilities and capital budgeting. The legis-

lation directs the departments of local

government to coordinate more closely in

the design and construction of public facil-

ities.
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Figure 31
Plan-In, San Francisco Museum of Art, 1970.

Figure 32
Community Design Workshop, Kinloch, Missouri.

The district design approach provides a favor-
able context for creative involvement of
citizens in planning their physical environment.

2. Strong Citizen Participation in All Projects

The Acts specify a requirement which

strengthens an already growing trend in

most large American cities. Citizen partic-

ipation will be required before application
for funds for community development as well

as during the progress of projects. The im-
plication for San Antonio is that projects

be placed in high priority only if they al-
ready have some citizen support (with a

broad definition of citizens, to include

business groups, commissions, home owners,
etc.). It also suggests that once an area

or project is designated, a citizen partic-
ipation structure should be implemented and

continued throughout the length of project
planning and development activities.

3. Multiple Agency Teams

The new legislation suggests that community

development would be well served by teams

made up of several agencies combined in one

area. The San Antonio River Corridor Study
can serve as a nationwide prototype for this

type of project organization.

4. Clearing House and Brokerage of Design

and Development

The new legislation will require citywide

coordination of planning and development

activities. Although the activities may be

carried out in separate agencies, a central
nerve center to coordinate planning, re-

sources and development will be essential.
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This central coordinating function would

serve as a clearing house for applying de-

sign and implementation guidelines, and it

would provide a brokerage function by as-

sembling available funds and resources and

combining projects where necessary. Finally,
priorities would be assigned to all public

and private projects, to ensure that they

reinforce and support each other and exist-

ing activities.

5. Creative Approaches to Design and De-

velopment Fit

The major overriding intent implied in both

Acts is that projects undertaken should

truly fit into the environment. Fit should

be the key consideration in any project from

the beginning and throughout its planning

execution. This is a conceptual require-

ment which puts no structural limitations

and allows great organizational and proce-

dural flexibility. It presents an oppor-

tunity to apply new methods to the satis-

faction of real needs to arrive at unique,
locally derived and locally appropriate

solutions.

Multi-level Urban Design Functions

In order to be effective, urban design must be

introduced at various levels of government:

the policy level, technical staff level, and

citizen participation level. Under the policy

function there may be commissions with legis-

lated authority, inter-agency policy boards, such
as the River Corridor Committee, the Central City
Development Council, or existing government
policy-makers given additional design administra-
tion support. Under the technical function there
would be a staff, possibly an inter-agency tech-
nical advisory committee, made up of chief tech-
nicians in various departments and agencies, and
at some time the institution of a design advisory
committee, possibly made up of nationally promi-
nent members of the design professions. The
citizen participation function should be ap-
proached on several levels: A citizens' advisory
committee, equivalent to the policy-making group;
participating groups and individuals involved in
decision-making for a particular area; and the
general citywide and regionally oriented indivi-
duals and citizen groups.

Specific Urban Design Activities

The major directions for urban design activity

in San Antonio should respond to the four major
issues identified earlier:

- Special district design and development.

- Development coordination and services.

- Capital improvements design.

- Comprehensive design.
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Figure 33
Citywide Map, San Antonio.

Urban design studies on a citywide level would
develop objectives, principles and policy
dealing with the sensory perception of the City
as a whole.

One substantive area that would fit well in the

general CRP context is the survey, analysis and

development of design proposals relative to the

preservation and enhancement of architectural,
landscape and environmental design resources.
San Antonio could benefit immensely from this

kind of effort.

Comprehensive and Decentralized Role

for Urban Design

In view of the needed urban design activities,
the staff should be organized to deal both with

citywide and comprehensive urban design issues,
and also questions of local district design.

There is a need for a core staff to develop

citywide urban design guidelines to complement

the comprehensive planning activities of the

City Planning Department. At the same time,
there is good reason for decentralizing some

staff and assigning them to specific districts.

The recent emphasis on the importance of de-

centralization in local affairs is well known.

Protection from the unbridled power of cen-

tralized authority, promotion of local self-

determination and high levels of community

participation have become values as important

in the fields of planning and urban design as

in any other sphere of local activity.

San Antonio provides splendid precedents and

opportunities for decentralization. The

River Walk manifests the benefits for the world

to see. King William provides an emergent case
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in point. Effective urban design can build on

these community scale efforts. This experience

coincides with the great bulk of empirical evi-

dence from other localities. The River Corridor

is a natural planning district which would in-

clude many sub-districts, such as the Downtown.

In a decentralized scheme, the downtown sub-

district urban design staff would be responsible

to the already formed Center City Development
Council. It would include a broad representa-

tion encompassing all major interests in the

future of Downtown. The central city urban de-

sign staff would report directly to the Central

City Development Council rather than to their

department director, the city manager, or the

planning commission.

This model has been much used in recent years
not only in CBD planning, but in other types of
communities, notably in Model City target areas.
It helps ensure that designers work for the
community. It helps ensure that they create
realizable designs. The development of urban
design plans can be accomplished at the community

level by providing urban services to owners and

developers on a day-to-day basis. This gives
the best insurance for building the seeds of
their own realization. As discussed in the
evaluation above, this model has been very
successful in New York City.

Urban Design: Traditionally a
Local Planning Agency Function

American practice has ordinarily assigned
to city planning agencies the formal

River Corridor

District

Center City
District

Retail
District
Market
District

District
Hemisfair Plaza
District
King William
District
Mission Park

District

Figure 34
Existing Special Districts, San Antonio.

District urban design studies would develop
policies, strategies and controls for implemen-
tation of specific district objectives.
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responsibility for local government activity
in the field of urban design. Most urban

design responsibilities, work, staff, and most
funding at the local government level, have

belonged in the city planning department for
the following reasons:

1. The planning department among the various

units in local government has had the

point of view most hospitable toward and

knowledgeable about urban design.

2. The affinity between urban design activities

and planning agencies has been embodied in

past legislation and institutional ar-

rangements, as was made clear in the case

studies of other cities.

3. Economies of scale and similar efficiency
considerations have argued for installing

governmental responsibilities for urban

design in planning departments.

The introduction of new legislation, with
its emphasis of interdisciplinary ap-

proaches and production of coordinated

development packages, suggests that some

new flexible variation on this traditional

approach may be needed. For example,

design staff could be introduced into op-
erating city departments, specifically

Public Works, where they could generate
design standards in the context of the
particular department's responsibility.

Staff Commitment

Regardless of its specific location, a permanent
talented staff of sufficient size to deal with
all levels of design activity is necessary to the
success of the urban design program. The princi-
pal work of design review, and the real basis for
its success, occurs in the day-to-day processes
of working with developers and their designers.
As has been shown in the Boston case study, it is
largely the commitment of an adequate staff of
urban designers, city planners, economists, engi-
neers, and others which contributed to the suc-
cess of its urban design program.
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Special District Design and
Development

Issue: The need to establish design guidelines
in special districts with natural and manmade
assets and enact controls for preservation and
development.

Urban Design Activities

1. Establishment of goals and objectives,
design guidelines, development of controls

and design standards for public and pri-

vate investments.

2. Special district definition for areas of

the city requiring preservation or de-

velopment, e.g., King William, Downtown.

Four areas for urban design activity in San

Antonio are proposed: Special District Design

and Development, Development Coordination and

Services, Capital Improvements Design, and Com-

prehensive Design. For each urban design area,
the activities to be undertaken are presented,
the existing activities are analyzed, de-

ficiences stated, and a mechanism is proposed.

3. Design studies of alternative three-

dimensional form for development op-

portunities within the district.

4. Development of implementation programs.

5. Design review.

6. Citizen participation.
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TABLE 1
SPECIAL DISTRICT DESIGN ACTIVITY ANALYSIS

EXISTING ACTIVITY

Performed by:
Area of Service:
Authority:

Achievements:

DEFICIENCY

2

Design Standards and Regulations:
To direct public and private invest-
ment in districts requiring special
design controls

*River Walk Commission.
" River Walk and La Villita Area.
" Enforced by Housing and Inspection

Department and by influence of indi-

vidual Commission members. Covers
public and private development
Majority of projects conform to
standards.

*City Public Works Department.
" Citywide. Five miles beyond city

limits for public work and sub-

division standards.
* Mandated by city.
" Standards do not cover design

issues. Little control outside

city limits.

*Design controls not yet enacted into
city ordinance. (The importance of

enacting controls was discussed in the
San Francisco and Minneapolis case

studies.) Need to expand geographic
area for controls to River Corridor.

Special District Definitions:
For areas of the city requiring pre-
servation or development

*City
* Hemisfair Plaza, Market, River

Walk, La Villita, King William

and Center City.

*Need for coordination of designated

preservation areas with development

areas.

*Need for legal enforcement of pre-

servation areas.

*Need for design input in area desig-

nation and implementation programs.

Design Studies:
To illustrate possible development

based on design guidelines

OSan Antonio Development Agency and
consultants.

" Designated Urban Renewal areas.

" SADA Commission

OCity Planning Department
" Central City.

" Central City Advisory Committee

* Pending

*Need to expand area for design

studies.
*Need to coordinate design strategies.

*Need to provide continuity over length

of time.
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4

Development of Implementation
Programs:

For new construction and for
enhancement and preservation of

built and natural assets.

5

Design Review:
For conformance of public and

private investments to standards

and regulations

6

Citizen Participation:
To formulate design objectives within

special districts

*San Antonio Development Agency.

" Urban renewal project areas.

* SADA Commission.

ONeed to expand area and extend
implementation to include protec-

tion, enhancement, and rehabilita-

tion of natural and built assets.

*River Walk Commission
* River Walk and La Villita area.

* Projects within districts referred

by Housing and Inspection Depart-

ment to Commission for review.

" Majority of projects conform to

standards.

Historic Commission
" King William District
" Projects within district referred

by Housing and Inspection Depart-

ment to Commission for review.

ONeed to enact controls and to insti-

tute ongoing review process including

development incentives.

*River Walk and Paseo del Rio Association
" River Walk and La Villita.

" Citizen promotion effort for Paseo
activities.

" Have focused much community attention

to the river area.

San Antonio Development Agency
* Urban renewal areas.
* Citizen groups.

*The area of concern should be extended to

the River Corridor. A structure for citi-

zen participation should be implemented.
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Figure 35
Special District Design Organizational Chart.

The Special District Design Committee aided by
its Technical Advisory Committee establishes
policy and assigns district design staff.

Proposed Special District Design Mechanism

(The River Corridor is presented as an example).

In order to preserve and enhance the unique
natural and manmade qualities in the River
Corridor area and at the same time encourage de-

velopment at special locations with adequate de-

sign controls and in order to ensure conformance

to overall design objectives for the River Cor-
ridor area, the following steps should be taken:

1. The River Corridor should be enacted as

a special planning district, with the aid

of state enabling legislation (re Minneapolis

case study).

2. Preservation areas within the district
should be designated and legally enforced.
Development areas should be identified.

3. Programs for preservation and development

in the Corridor should begin, including all
the activities listed above.

The following organizational structure for

carrying out these activities should be in-

stituted:

1. Policy Level

River Corridor Committee - already es-

tablished. As other districts are de-

fined, policy bodies should be formed,
such as for the Belle East Development

project.

.
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Figure 36
Design function in Special District Devel-
opment and Preservation.

Design guidelines are introduced to direct
review - development proposals and design
studies interpreting these guidelines are
introduced to ensure their implementation.

2. Staff

Technical Advisory Committee - represent-

ative of the six agencies participating in
the River Corridor Committee - already es-

tablished. Similar groups may be formed
for other districts.

Urban design staff including development
and transportation specialists, specially
assigned to the River Corridor.

3. Citizen Participation

Citizens are the most actively involved
in Special District Planning. They gen-
erate the interest and commit themselves

to district formation and planning and

development activity in the district

(this will be required by the pending
Housing and Urban Development Act 1972).

- Citizens Advisory Committee: Citizen

Policy Committee composed of repre-
sentative members of the district.
This should be as fully representa-

tive of the various interests in the
district as possible: i.e., citizen

groups, citizen coalitions, business

groups, and commissions such as the

River Walk Commission and Board of
Review of Historic Districts (with
no legislated authority) and individ-

uals. The Citizens Advisory Com-
mittee should be open to represen-

tation to any of these groups, and
a steering committee made up of these

interested groups and individuals
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should determine the composition of the
Citizens Advisory Committee. When a
formal policy organization exists, such
as the River Corridor Committee for
example, the Citizens Committee op-
erates in an advisory capacity with re-
presentation on the formal body for
the district.

In the absence of an elected or man-
dated policy body (such as City Council
for the City as a whole, SARA for the
River area, Corps of Engineers, etc.)
the Citizens Advisory Committee or a
similarly representative local group
acts as the major policy making body
for the district (e.g.,the Center City
Development Council for the Downtown
area). This group then becomes the
custodian for the district. One of its
major functions would be to guide, keep
up to date with, and monitor the acti-
vities of the district design and de-
velopment staff and consultants. An-
other of its functions would be co-
ordination of its activities with other
districts and citywide planning and de-
sign activities. In addition, the
Citizen Advisory Committee should be in-
volved in developing implementation
strategies to carry out the proposals,
and channeling pending requests to the
annual San Antonio management process
carried out by the City Planning Depart-
ment and Intergovernmental services.

Finally, the Citizens Advisory Committee
would have the responsibility for both
representing the goals of the parti-

cipating groups and individuals in the

district, active in design and de-

velopment, and for reporting on pro-
gress to groups and individuals in and

outside the district.

- Participating Groups and Individuals:
All the citizen groups and individuals

in the district should have an op-
portunity for participating in the

design and development process. Some

organizations will wish to participate

actively, others will not. Those

groups which will be interested in

making a continuous time commitment

should form a structure for partici-

pation, according to the specific

local conditions and needs of the

district. This structure should en-

courage better knowledge of the issues,
monitoring of the district staff

activities, and representation on

the Policy Committee. In the case of

some population groups it may be
necessary to actively solicit their

participation in the process.

- Other Groups and Individuals: It is

the responsibility of the Citizens

Advisory Committee and the district de-

sign and development staff to initiate

a two-way information flow with the

general community, particularly within

the district, but also in the city and
and region. Such communication can take

many forms, depending on the size of the

area, funds and staff time available,
and characteristics of the population

involved.
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Development Coordination
and Services

Issue: The need to coordinate public and pri-

vate development in the City and to provide in-

centives for new development and to utilize re-

source opportunities not presently realized (e.g.,
Market, Ursuline, Hemisfair, King William). This

function would ensure that an "interdisciplinary

systematic approach" to design with a view to

satisfying regional environmental goals pre-

vails (as required by the Natural Environmental

Act).

Urban Design Activities

1. Coordination of development activities.

2. Design studies and developer kits to pro-
vide incentives for private investment,
standards and procedures to expedite the
development process.

3. Citizen participation as special project

related citizen groups form.
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TABLE 2
DEVELOPMENT COORDINATION ACTIVITY ANALYSIS

H

H

a
0

a

EXISTING ACTIVITY

SPerformed by:
* Area of Service:
" Authority:
" Achievements:

DEFICIENCIES

1

Coordination of Development

2

Design Studies and Services Including
Development Incentives:
To provide incentives for public and

private investment projects.

3

Citizen Participation:
To support and guide developments
as they occur

a

*No overall citywide coordination of
development exists.

*Need for coordination of all develop-
ment activities and establishment of
action priorities.

OSADA and consultants
" Designated projects; i.e., Rosa

Verde, Market project.
" Advisory.
" Feasibility for private develop-

ment and guidelines for public
development.

OSARA, Conservation Society and
South/West Craft Center, Center
Consultants

* Ursuline Academy.
" Feasibility study for funding.
" Pending.

*City Planning Department Urban
Design Staff

" Downtown Regional Center 85 and
San Antonio Mall projects.

* Advisory to Mayor's Center City
Development Committee.

" Pending.

OVISTA Urban Design Staff
" Low income neighborhoods.
" Advisory.
" Limited by lack of exposure and

small staff.

*Need to emphasize development of
underutilized resources.

*Need for continuity.
ONeed to expand geographic area

for service and scope of activities
to include well financed as well as
low budget projects.

*Citizen groups exist in urban renewal

areas and related to other projects.

ONeed to establish a clearing house of
information for citizen groups related

to specific projects.
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Proposed Development Coordination Mechanism

In view of the limited economic prospects for

development discussed above in this section,
it is imperative to coordinate development in

the City on a citywide basis, so that the plan-

ned public and private developments do not com-

pete with each other. The Oakland case study
points out the need for this type of coordina-
tion. It is also necessary to develop an ag-
gressive incentive program for development, as

indicated in the case studies. In order to

achieve these two objectives the following

steps should be taken:

1. Policy Level

An office of development coordinator should
be created to coordinate, set priorities and
advise on planning and execution of public
and private development in the City.

2. Staff

An urban design staff, with development
specialists, should be assigned to per-
form the activities listed above and to

provide staff support for the development
coordinator in all areas outside of
special districts. In the special districts
the same activities would be carried out,
but the staff would be directly re-

sponsible to the special district policy
body.

Devel-
opment
Coordin-

ator

Capital District
Improve Planning SADA Designments Dept Comm.
Design

Figure 37
Development Coordination Organizational Chart.

The development coordinator and his staff coor-
dinate and provide services to key public and
private projects.
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O ner Pem Fia
Developer P posal Proposal

City
Operating ments Approval

Depatents -Cityi -- - Com-
Planning se es & erios
Departments n n nin D eoen

Developmen pvd gImplean ads dsinCodi developmentteomn is in poingImplemenation aisideig

studies and services in the pre-planning phase
of develZopment.

It will also be necessary to occasionally
provide research services for testing the
feasibility of citizen proposals, as well

as to present them with physical and im-

plementation alternatives for purposes of

arbitration. Thus, to the extent that this

function consists of a clearing house and

brokerage center for development, it will

involve citizen participation insofar as

developments will have citizen groups at-
tached to them.

- The citizens would form a representa-

tive committee relating to the policy
group, staff, or agency of a particular

public or private development and would

participate in the activities of the

project, according to individual local

arrangements.

- Citizen groups would be able to appeal
the actions of one or several agencies

to the Development Coordinator, and
also could rely on his staff for

technical services to aid the progress

3. Citizen Participation of their specific project when necessary.

The role of citizen participation in
citywide coordination or development will
be one of resolution and arbitration of
conflicts when issues cannot be resolved
among the actors in a particular project.
In the process of balancing projects and
arbitrating among them, it will be necessary
to certify that representative citizen
groups indeed do support each proposed de-
velopment or development area designation.

- It would be the responsibility of the

Development Coordinator to ensure

that the citizen participation re-

quirements for each project have been
met. He will therefore serve as a
monitor of the citizen activities in
each project, and serve as a broker

when several projects and agencies with
citizen committees are combined into
a single entity to enhance design and

facilitate implementation.
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Capital Improvements Design

Issue: The need to elevate the design quality
of public investments.

Urban Design Activities

1. Design controls and standards to direct
public investments in conformance with
citywide and/or district guidelines.

2. Design studies for capital improvement

facilities.

3. Development of a comprehensive coordinated
method for the construction of public works,
including street, parks, landscaping and
lighting.

4. Formal selection process for architects/
engineers, designers and landscape

architects to ensure the highest possible
professional achievement.

5. Design review for conformance of public

works to standards and regulations.

6. Citizen participation to establish priorities

for capital improvements.
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TABLE 3
CAPITAL IMPROVEMENTS DESIGN ACTIVITY ANALYSIS

w
H

H
H-

0

EXISTING ACTIVITY

0 Performed by:
" Area of Service:

" Achievement:

" Authority:

DEFICIENCY

1

Design Standards and Regulations:

To direct citywide public investments

2

Design Studies:

For capital improvement facilities

3

Comprehensive and Coordinated Alloca-
tion of Public Works Projects

0

0
"

S"
"
"

City Public Works Department

Citywide.
Mandated by City.

Standards do not cover design

issues. Little control outside

city limits.

* Need to develop design standards for
all public facilities to coordinate

among all departments.

* Need to develop a high consciousness
of design within public works depart-
ments.

Department of Parks and Recreation

Citywide.

City.
Staff continuity has resulted in

good design.

* Activity should be extended to other

departments.

S Public Works Department Staff
" Designated areas of need, advised

by citizen steering committee to

establish priorities.

* Mandated by city.
* Does not include design concerns.

*Need to approach provision of public
facilities as "package" instead of
individual decisions (i.e., street,
utilities, trees, light fixtures pro-
vided as part of one package).
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Formal Selection Process:

For architects, designers, and land-

scape architects, for public works,
to ensure highest possible professional

achievement

Design Review:

To ensure that projects conform
to standards and regulations

Citizen Participation:

To establish priorities of capital

improvements

*No formal procedures at this time. * See discussion under Special Dis-

trict Design and Participation.

OPublic works steering committee
* Public works citywide.

* Bond election priorities.

*Need to have a formal set of proce-
dures for selection of the best avail-
able design talent to ensure good
quality design of public works.

ONeed to develop a public information
program on capital improvements design,
in coordination with comprehensive

design function.

4 5 6
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Proposed Capital Improvements Design Mechanism

Assoc.
Mgr., Pub
LFacil. an

Capital
Improve.
Design
Offer.

Semi-Autonomous

Cit y
Transit Public

Service
Bd.

Buses and Street
Waiting Lighting
Areas

arks Tfic Tr
Rerea- & Frans- Publis

n ratio rks

Streets Street Streets
and Parks Signage Sidewalks
Landscape

Figure 39
Capital Improvements Design Organizational
Chart.

The Capital Improvements Design Officer provides
design guidelines and standards, coordinates
and reviews design character of key public works
and services.

Although elevation of the quality of capital im-

provements design has been shared as a goal by
many cities, this is the area of least success in

most cities. Usually a city planning department

generates design standards and attempts to apply
these standards to all public works departments.

Obviously this approach has not been successful

before and would not be again. A new approach

is needed in San Antonio. The concept proposed

here is to begin coordination of public works

design activities and attention to design on a

high level. A high level endorsement of design
will be needed to provide design guidelines and

review. A program of design quality education

and incentives can also be developed to improve

design output in each city department.

1. Policy Level

Create the position of Capital Improvements
Design Officer to set major design guide-
lines, resolve conflicts, initiate a delib-
erate incentive program including prizes,
awards and competitions to improve design
consciousness and performance in the city
departments and to help establish a formal
selection process for public improvements
designers. Three methods have successfully
ensured employment of top quality design
talent for public jobs such as schools,
parks and civic center design in three
cities. These are:
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City
Operating rpoa

Planning
Department
City
Manager's
Office

City
Council

Federal
Departments

PrioritiesPublic Establ'd

Capital
Improvements
Design Offcr.

Project
)evelop
ment,

City
Budgets

city
pprova

HUD
pproval

3ond
action

Figure 40
Design Function in Capital Improvements Process.

The design services in Capital In
eject development.

- The New Haven, Connecticut,method: a very
strong chief executive or chief executive

group personally committed to good design,
highly knowledgeable about good design, and
in a position of power to select designers.

- The Columbus, Indiana,method: an incentive
on behalf of good design in the form of
some bonus, subsidy or cost underwrite if
designers are selected from an approved
list.

Permit
~pproval

Com-
mission
Review

Contract
Approvals

Public
Hearings

i-Selection Process
Design for Architects
Inputs Design Services

JDesign Guidelines

provements are introduced at the stage of pro-

- The U.S. State Department Foreign Building
Operation method: a blue ribbon panel with
binding powers irrevocably selects the de-
signers.

2. Staff

A design staff familiar with operations in
the public works and city service depart-
ments to provide all ongoing design services
for these departments.
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Comprehensive Design

Issue: The need to integrate citywide design

guidelines with citywide planning activities

and to respond to citywide issues.

1. Development of citywide design guidelines

to all substantive planning areas: housing,
open space, transportation, commerce, in-
dustry, and public facilities.

2. Delineation of special design and projects
in cooperation with district-policy groups.

3. Design review: Response to current issues

requiring citywide or regional framework

for decision.

4. Citizen participation to increase public

awareness of design issues.
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TABLE 4
COMPREHENSIVE DESIGN ACTIVITY ANALYSIS

EXISTING ACTIVITY

OPerformed by:
" Area of Service:
" Authority:
" Achievement:

DEFICIENCY

1

Development of Citywide Design
Guidelines:
To respond to citywide issues and
to guide design of capital improve-
ments

I.

OFunction does not exist at present.

2

Delineation of Special Design
Districts:
For specific local response to
design and development issues

*City Planning Department
" Citywide.
" City.
" Basically for establishing

program requirements, does

not include special district
delineation.

ONeed to include citywide urban
design considerations in defini-
tion of special districts, as
distinguished from planning dis-
tricts.

3

Design Review:
For conformity of public and pri-
vate investment to standards and
regulations

* AACOG
" Public (state and federal) invest-

ments.

" A-95 legislation.
" Limiteq by small stall interview

function. Does not Lover design
issues.

OCity Planning Department
" City and extraterritorial juris-

diction.
" Subdivision regulations and

planned unit development.

0 Need for citywide basis for design
decisions.

4

Citizen Participation:
For citywide design issue definition

*AACOG Bexar County Goals Committee
" Bexar County.
" Formed by AACOG.
" Still in process. Does not directly

concern design issues.

OConservation Society
" Historic preservation, citywide.
" Citizen pressure group.
" Some success, many defeats. Forced

to react from crisis to crisis.

SPlanning Commission

ONeed for involvement of design experts

in citywide review.

ONeed for citywide public information on

design issues and specifically capital

improvements design.

W

H
U

6

O

41

0

0
d
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Mgmt-
Planni

Service

City
Planning

Dept.

Planning CRP
Admin.

Comp-
ehensivel

Plan

Urban
Design

Plan

Figure 41
Comprehensive Design Organizational Chart.

The comprehensive design function provides city-
wide design guidelines coordinating with com-
prehensive planning activities.

Proposed Comprehensive Design Mechanism

There is a need for urban guidelines to fit
within the comprehensive planning program. This
need not involve completion of an urban design
plan, but should consist of setting goals for
design to give direction and guidance to the
planning activities, and to present a citywide

context for decision-making when special issues
arise.

1. Staff Level

A permanent urban design staff should be
assigned to the City Planning Department to
deal with citywide urban design issues, with
consultants introduced to deal with special
problems.

2. Citizen Participation

Citizens relate to comprehensive design plan-
ning in two ways: first, as issues arise
which need a citywide decision framework,
citizens representative of a citywide view-
point should respond, and second, there is
a need for citywide urban design education,
in order to develop the needed standards and

controls, and to ensure that citizens aware

of these controls rely on them in appeals.

- A regional (Bexar County Goals Committee)

citizen review committee already exists

as part of AACOG. The representation of

this committee should be expanded to in-

clude design experts. As issues arise,
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this committee should respond by present-
ing the citywide design context for
decision-making.

- A citywide public education program
about design issues should be under-
taken and coordinated with the Capital
Improvements Design education program.
The City's main present task in rela-
tion to public works design is to in-
crease the awareness of design and the
appreciation of design in both the
suppliers of facilities in the public
works departments, and the consumers,
the public. Although new standards
can begin to be introduced through

policy guidelines and policy review,
in order to influence the day-to-day
operations, a great deal of education

and awakening must take place. Thus,
the main role for citizen participation
under this function is one of public
information. This program should pre-
sent to citizens the urban design
activities being carried out, the po-
tentials of an urban design program,
and enacted controls.

The Capital Improvements Design Office
should devise a set of educational
materials to reach a diverse age, sex,
racial, and ethnic population on the
subject of public works design. All
media should be explored, as well as
forums, exhibitions and courses. Public

Works Department staff should be involved
in the operation of this program. After
a period of extensive public information,

Owner
Developer

City
Operating
Departments

City
Manager's
Office -

Comprehen-
sive Design
Plan

!Pivat
Develop-

ment

Capital
Improve-
ments

Policy
for Cap

mpro

Private
Develop

ment

Pevects
roposal

Projects

ci t ywid ~ ~ Delinea~Guide- Zoning t of
lines District

Impact on Process

Figure 42
Comprehensive Design Process Fanction in City-
wide Development and Preservation Process.

The Comprehensive Design Plan establishes a

citywide design framework to guide special

districts and public and private development.

a means should be devised to compile
reactions from citizens to help establish
general design guidelines for public
facilities. After agreement has been
reached on a general set of guidelines
in the departments, a second round of
public information activities should be-
gin, to reinforce in the minds of the
consumers of public facilities the design
intentions of the departments.
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Summary

Special Development Public Comprehen-
District Coordination Works sive Design
Planning and Services Design Plan

Implementation to Action Least Action

Citizen Vested Interest Advisory Goal Setting
Participation Most involvement

Geographic

Figure 43
Urban Design Mechanisms Characteristics.

The four proposed urban design mechanisms deaZ
with broad and detailed issues.
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Illustration of the Urban Design Mechanisms

The following section illustrates the four urban

design mechanisms as applied to a specific geo-

graphic area in San Antonio.
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ALAMO
MISSION

CENTRAL
BUSINESS
DISTRICT

MILL

- MISSION

AQUEDUCT - MISS

MISSION

Comprehensive Design
Mechanisms

For purposes of illustration the scope of the
citywide design, consideration has been Zimited
to the southern sector of the City and, in par-
ticuZar, regional open space as developed by
the mission park system.

ALAMO

-area for district
KING consideration
WILLIAM
HISTORIC
DISTRICT

PROPOSED MISSION
PARKWAY SCENIC
DRIVE

' - PROPOSED MISSION
PARK DISTRICT

--N-. I

;ION

Figure 44
An anaZysis of existing conditions would suggest
this park system is underutilized. Although
the missions are historic treasures, they Zack
activity to dram users. In addition, their
visibility and importance in the City is di-
minished by the many conflicting Zand uses
between the individual mission parks.

Figure 45
Comprehensive design strategies which might be
applied to the mission park system.

Figure 44 Figure 45
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Figure 46
The separate mission sites could be given an
identity as a single resource if they were
Zinked together by a clearly identified scenic
drive. Developing this scenic drive north as
far as the Alamo would both Zink all San Antonio
missions to each other and to other points of
interest emanating from the Central Business
District.

By establishing the mission parks as a special
design district, it would be possible to explore
detailed design strategies that would expand
the activities offered in these parks.

The special design district would also provide
an opportunity to develop zoning controls that
would diminish the occurrance of conflicting Zand
uses within the Mission Park District. For ex-
ample, maintaining a sense of open space by
Limiting Zand coverage and density of proposed
uses within the district.

The comprehensive design mechanism provides a
means to respond to citywide issues and develop
the general framework for more detailed consid-
erations at the district or project scale.

These district and project scales of consider-
ation are illustrated for a specific area
(circle on Fig. 45) within the larger mission
park system.
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Special District Design
Mechanism

The Comprehensive Design Mechanism would estab-
Zish the Mission Parkway District as a special
design district. This would establish the con-
text for detailed design studies within the
area.

Figure 47
Types of design guidelines which could be devel-
oped for all sections of the scenic drive along
South Saint Mary's Street. These guidelines
would establish a special character for the
street.

Figure 48
Architectural controls produced positive results
in Columbus, Indiana by means of simple but
effective sign controls and facade treatment
along its main street.

i~fiuIU

-I

mm W __4

^.ll

Mission
Parkway
District
Design

. Guidelines

-Sign Controls
eFacade Treat-
ment and Color
.Seight ulk 
Setbacks

-Ott Street Park-
ing Requirements
*Character of
Capital Improve
ments



Historic
District

Design
Guidelines

-Height, Bulk

Figure 49
The King William Historic District adjoins
the suggested Mission Parkway District. In
this district design guidelines would be
developed to maintain the scale and charac-
ter for preservation and development activities.

Figure 50
Preservation and good design fit of new
development is achieved by means of archi-

tectural guidelines on a commercial street
in London.
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Development Coordination
Mechanism

From Special District Design activities through-
out the City, development needs and opportunities
are identified and priorities are established.
The Development Coordination Mechanism provides
implementation services for these projects.

Figure 51
Within the historic district the development
coordination service includes procurement of low
interest loans for rehabilitation.

Figure 52
The Society Hill Urban Renewal Project in Phila-
delphia coordinated rehabilitation and new deveZ-
opment. Such successful accomplishment requires
not only design controls, but also the imple-
mentation services typically vested in Urban
Renewal.
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parks and
Recreation

*Street Plant-
ing and Land
scape

oParks and
Park Furni-
ture

Capital Improvements Design

Both the Comprehensive and Special District
Design mechanisms establish design guidelines
for capital improvements. The Capital Improve-
ments Design mechanism coordinates these design
guidelines with the various departments res-
ponsible and provides design assistance where
necessary.

Figure 53
The Parks and Recreation Department would be
responsible for street landscape and parks. By
means of street landscape treatment, the role
of streets - Scenic Drive, arterial or neighbor-
hood - can be given distinctive identity in the
city.

Figure 54
A landscaped boulevard in Paris gives both
strong legibility to the street as weZZ as a
comfortable environment for walking.
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Figure 55
The traffic and transportation department can
provide increased clarity to streets by the
character and color of traffic control and di-
rectional signs.

Directional and information signs, in particular,
would have special design character along the
Scenic Drive to identify it as a special street
with points of interest alone its length.

Figure 56
This study for information signs in Atlanta
clearly identifies points of entry and parking
to the central business district. The result
clearly enhances the city's accessibility to
worker and visitor.
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PuiC
Works

eStreets and
Sidewalk
Treatment

*Maintenanc
& Sanitation
Vehicles

Figure 57
The Public Works Department would be responsible
for street and sidewalk treatment. The special
character of Alamo Street, adjoining Hemisfair,
might be continued along the Scenic Drive.

/
Figure 58
Paving stones provide special crosswalk and center
island treatment of F Street in Washington D.C.

dj'



City Public
Service
Board

t
Street Lights

*Parkway
Light Stand-
ards

*Neighbor-
hood Light
Standards

Figure 59
The City Public Service Board would be responsi-
ble for street lighting. The character of a
street or district can be further defined by
light standard design, light color and light
brightness.

Figure 60
Pedestrian walk lighting for residential neigh-
borhoods should be low in height and warm in
color, distinguishing it from other lighting
functions such as for arterial streets.

94 Mechanisms Illustration

4
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Transit
System

eBuses

eBus Waiting
Areas

Figure 61
The San Antonio Transit System would be responsi-
ble for bus waiting areas and buses. The design
of these elements can clearly identify routes,
stops and transfer points and provide new rider
comfort.

Figure 62
The bright red and yellow buses of London clearly
identify the transit corridors and measurably
enliven the street.

s .
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Figure 63
Application of Design Mechanisms Summary

The total results of the four design mechanisms
would be the combination of the broadest and
most detailed scale design consideration.

Many parts of these mechanisms exist in San An-

tonio today. These design mechanisms are a

means to build on this history so that concern

for the design of San Antonio becomes a day to

day consideration.

Design
,, ''Elements

t-- -Summary

0~ DD
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Implementation of the
Urban Design Mechanisms
Four urban design mechanisms have been prepared
for San Antonio. Several alternative locations
in government for the mechanisms have been
studied, and the best location recommended. The
final determination of the selected alterna-

tives should reflect the most workable arrange-
ment in terms of the overall objectives for
City government in San Antonio.

The fulfillment of the staff requirements for
the mechanisms and commitment to a timetable for
action will ensure that the alternatives selec-
ted will be successful.

Alternative Locations in
Government
1. Special District Design Mechanism

Two alternative locations were studied for
this mechanism and both would be feasible.
Special district design staff could be
part of the City Planning Department, as-
signed to specific districts and respon-

sible to District Policy committees, or it

could be engaged independently by each dis-

trict. The possible advantage in placing

the staff in the City Planning Department

would be in pooling the various design

talents, and in generating common design

and development concepts.

City
Manager

Capital Public
I prove LFacil er

Recrea-
tion

Traffic
Tranc

ehnsiv-

Design

tDistrict

Other
Line

Functns

Planning

anning opmentl
admin. Coordinj

Figure 64
Government Location for Urban Mechanisms -
Existing Organizational Structure

2. Development Coordination Mechanism

-Existing organizational structure

This concept would require a change in em-

phasis in the City Planning Department to

include the functions of development and

implementation. Development Coordination

would become one of the department divis-
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ions, similar to Comprehensive Planning,
Community Renewal Planning and Planning Ad-
ministration.

The advantage in this concept is the rela-

tive ease of expansion of an existing City

department. The possible disadvantages of

this arrangement may be the lack of cross-

over power to coordinate activities between

city
aage

Corn
Station
Dent

4gmt./Other
anning Line
tervcsJ Functns

e CRP P dnn?

Plan

Desgn

IDistrict
Plan

Figure 65
Location for Urban Design Mechanisms -
New Department

city departments. The centralization and
consequent remoteness from local concerns

may also develop difficulties in implemen-

tation. If the department were modified ac-
cording to a model similar to that of New

York or Boston, however, such problems

could be avoided.

-New Department

A new department of Development Coordination

would be introduced to be directly respon-
sible to the Planning and Management Asso-

ciate Manager. The department would oversee

all development activities in the City.

Special district design mechanisms would be
developed in districts as the need arises,,
and the policy committee's special district

would rely on coordination services in the
Development Coordination Department. The

advantage of creating a separate department

for development coordination is that it
could function more independently and thus

have more leverage in its policy role.

-New Staff Function

The new staff function approach would

create a development coordination staff,
directly responsible to the City Manager;
this would allow it the greatest leverage

in coordinating all development projects

in the City and setting policy guidelines

for other departments. This location would

offer the chief executive a particular ad-

vantage in the context of revenue sharing.

Under this arrangement the development
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coordination function would be one of

several policy planning staff activities
required to give policy guidance for fund-
ing allocations. The New Department or
New Staff function alternatives are recom-
mended, as they would best serve the needs
of a new government function with the task
of coordinating the development work of
other public departments and agencies, as
well as private development. The special

advantage of development of a new staff

function would be its combination with other
policy planning staff functions to the City

Manager, and thus its greater potential
for achieving coordinated City policy.

3. Capital Improvements Design Mechanism

A separate office of Capital Improvements

Design would be created as a staff function

to the associate manager for Public Facil-

ities and Services to provide design ser-
vices and design review to the Parks and
Recreation Department, the Traffic and

Transportation Department and the Public
Works Department. The Office of Capital
Improvements design would also provide

design services to key semi-autonomous

city agencies such as the City Public Ser-
vice Board and the San Antonio Transit

System.

4. Comprehensive Design Mechanism

The Comprehensive Design Mechanism would
be located in the City Planning Depart-
ment, to best relate to the other city-
wide comprehensive planning activities.

SImprove. Facilitie
Design &rv.

Parks & Traffic
Recrea-i & Trans

Mgmt / Other
Planning Line
Servcs. Functns

Coirdin- PCnigation Plann
Dept Dpt

District ComCp- Plan
SWv CRP nngPlan Ptan Admin.

Design
lan

Figure 66
Location for Urban Design Mechanisms -
New Staff Function
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Timetable for Action

1
Special District Design
and Development

2
Development Coordination
and Services

* Seek funding (demonstration
grant for district planning).

* Seek enabling legislation for
design district definition.

* Assign skeleton of technical
design and development staff
to River Corridor.

* Introduce design district
ordinance as soon as state
enabling legislation is
obtained.

STEP A * Seek funding for development coordi-
nation services.

* Engage community development coordi-
nator.

* Begin program of project coordination

at all public and private projects:
- Create timetable for development

according to established priorities.
- Join projects where such combination

could be advantageous.
- Provide design and program guidelines

and directives according to citywide
needs and requirements. (I.e., to
prevent competition between projects
and to ensure complementary and
mutually supportive development.)

* Assign development and design staff
including the disciplines of planning,
architecture, law and development
economics.

* Establish project priorities and city-
wide funding and relocation resources
and requirements.

* Begin preparation of developer kits for
high priority projects: land use,
zoning, code information, procedural
requirements, marketability potential,
and design studies.

* Establish design review process.

STEP B

STEP C

STEP D

STEP E
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3
Capital Improvements Design

* Seek funding for capital
improvements design.

* Engage capital improvements
design officer.

* Establish formal procedure
for selection of public
works designers.

* Establish interdepartmental

competitions for good design.

* Assign capital improvements
design staff.

* Begin program of public infor-
mation on public works design.

* Begin program of design educa-
tion, design standards develop-
ment and engagement of design
staff within public works.

* Develop design standards and
controls for public works design.

* Establish systematic review of
public works and coordination
of design.

4
Comprehensive Design

* Seek funding for comprehensive design
function.

* Expand AACOG Goals Committee to include
experts in design.

* Begin to respond to citywide issues
requiring design input.

* Assign design staff to comprehensive
design function.

* Begin development of citywide design

guidelines.

* Begin citywide public information
program on design guidelines.
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Staff Requirements for the Urban Design Mechanisms

Urban Design

Mechanism

Area of

Concern

Initial Staff
Nucleus

Staff Skills

District Design

Development

Coordination

Capital
Improvements
Design

Comprehensive

Design

Special districts
for preservation

or development,

e.g. River Corridor

Citywide with
emphasis on special

districts

Citywide with
emphasis on special
districts

Citywide

Permanent staff
director

Development Coordinator

Capital Improvements
Design Officer

Plan staff and
consultants

Urban Design

City Planning
Architecture

Urban Design
Planning
Development and real estate

Law

Economics

Architecture
Graphics Design
Industrial Design
Landscape Designer

Urban Design
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Since urban design deals with the physical/

environmental quality of cities, it is concerned

primarily with the visual and other sensory re-
lationships between people and their environment.

Correspondingly, urban design is inextricably

connected to all substantive areas of planning
concern, such as housing, transportation,
commerce and industry and it applies to regional,
citywide, district and neighborhood scales of
analysis. For each one of these areas and

scales and their interrelationships, there are

design considerations which can ensure environ-
mental quality in urban areas.
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