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CHAPTER T

INTRODUCTION AND GENERAL OVERVIEW

The purpose of this research project is to analyze man-
agement and operations at La Villita and to formulate recom-
mendations to remedy management problems persisting on site.
La Villita is the copyrighted name of a historic area which
contains many buildings and plazas owned by the City of San
Antonio, and operated by the City's staff for the enjoyment
of local citizens and tourists alike. This facility is only
one of many operated by the City for this same purpose, but
this project will concentrate only on La Villita and its
problems. Before the discussion of operations and areas of
concern in the following chapters, it seems wise to give the
reader the benefit of a review of the various reasons why
nore effective management of this facility is important to
a city of the size and character of San Antonio.

San Antonio is one of the ten largest cities in the
United States and has recently surpassed Dallas in population
within the city's boundaries. Current population figures
show San Antonio as having almost 817,000 people which so-
lidifies its claim on the position of second largest city
in the state,1 An important fact about San Antonio and its
population is that 52% of the citizens of San Antonio are

[=)

Mexican American. The remaining percentages are Anglo, 39%,



and Black, 8%.2 This is by far one of the most unique fea-

tures of the City and one which reinforces the cultural rich-
ness of the area.

This large Mexican American population caused the Jus-
tice Department of the United States to bring suit in a fed-
eral court to require revision in the pattern of represen-
tation on San Antonio's City Council. Before the suit there
were nine members on the City Council, all elected at-large.
This system was found by federal court to underrepresent
minorities in the city and their ruling required change to
single member districting. City voters amended the City's
Charter and adopted a ten district plan for councilpersons
with the Mayor remaining elected at-large. This plan di-
rectly resulted in members of minority groups winning a
majority of City Council seats for the first time. Naturally,
this has begun to change the political power structure in
the City from one that was widely viewed as monolithic to a
more pluralistic pattern after single member districts were
adopted. Growing pains are apparent and conflicts have
been numerous; however, it seems that there are also nany
goals which all elements consider important to the future
development of the city.

One of these goals is economic development. The geo-
graphic location of the city has not proved to be conducive
to development of any heavy industry. San Antonio is located
wherce the Texas hill country and coastal plain meet, 150

miles from the coast of the Culf of Mexico. It is located



on the San Antonio River, but the river is not attractive

to heavy industry because it is not navigable. Also, raw
materials required by heavy industries are not plentiful

in this portion of the United States. Consequently, ex-
tensive industrial development has never taken place in

San Antonio and most sources of employment come from gov-—
ernment and service industries. Indeed, manufacturing ranks
fourth in providing jobs for San Antonians behind the federal
government which employs 28% of the labor force; trade which
employs 25% of the labor force; and service industries, which
employ 17%. Manufacturing employs a total of 12% of the la-
bor force in San Antonio.3 A simple examination of these
figures will suggest the importance of government employment
and the trade and service industries. An interesting fact

is that on a national scale, federal government employment
only reaches 16%. Trade and service industries in San
Antonio, which rely on local and tourist dollars, support
43% of the labor force.

The lack of industrial development, and conseguent lack
of skilled labor seems partially responsihle for the some-
what low median family income levels.

The 1970 median family income for Bexar County was
just over $8,000 which was a full $1,500 helow that of the
Naticnal average.4 This low median income level is a factor
in maintaining a relatively low amount of property value
within the community. These rather low values, in conjunc-—

tion with the lack of industrial development and extensive



property tax exemptions, contribute to make up a fairly low
property tax base for city revenues. For example, the two
other Texas cities with comparable and larger populations,
Houston and Dallas, illustrate the differences in tax bases.
Houston uses an assessment ratio of 53% to reach a total as-
sessed valuation of just over $9.6 billion; Dallas utilizes
an assessment ratio of 75% to reach an assessed valuation of
$9.3 billion. 1In comparison, San Antonio uses an assessment
ratio of 45% to reach an assessed valuation of $2.4 billion.5
Tt is obvious from these figures that the actual wealth of
the individual cities is verv unequal. The product of these
differences is the per capita ad valorum tax revenue which is
derived by multiplying the assessed valuation by the adjusted
tax rate and dividing by the population. From these figures,
San Antonic ranks last among the seven largest Texas cities
with a per capita tax base in assessed values of $23.34.

The bighest among these cities is Dallas with $103.65, and

jta]

the sixth city is Fort Worth with $47.15 per person.6 These
figures graphically illustrate the biggest challenge facing
San Antonlo: economic development.

One of the best assets of the City of San Antonio is
the cultural richness which permeates everything within the
city. ns stated earlier, San Antonio's population is fully
52% Mexican American. The most obvious reason for this fact
is San Antonio's physical and historical relationship to

1

Mewico. The city is located only 150 miles from the border

S

between the United States and Mexico., This proximity is seem-
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ingly the most important reason for the concentration of this
large minority population. This population has maintained
the physical link with its Spanish and Mexican heritage.

San Antonio was founded by Spanish settlers who estab-
lished missions here in the early seventeen hundreds. The
city withstood recurring bad weather, wars and political tur-
moil repeatedly but has never lost its original Spanish name--
San Antonio, Spanish for Saint Anthony. This heritage is
easily seen in its numerically dominant population and also
in many of the historic buildings and points of interest
throughout the city.

San Antonio has maintained most of the original missions
and some of the early homes which were the nuclei of the small
settlements which collectively became San Antonio. They have
since become some of the major tourist attractions for which
the city is noted. Undoubtedly, the most famous of these
points of interest is the Alamo. Originally established as
mission San Antonio de Valero in the early seventeen hundreds,
it eventually became the scene in 1836 of one of the most
historic battles of the Texas Revolution. The Alamo has been
restored and is maintained as a testimeonial for the men who
died there for tre cause of Texas indepondence. OFf San
Antonio's historic sites, the Alamo it held as the most val-
uable in terms of tourist appeal, for it is the most widely
known of all. Also interesting are the various missions found
on the Mission Trail, which is located on the south side of

the city. This mission trail leads visitors to several old
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Spanish missions which were founded at approximately the same
time as the Alamo. These missions, most of which are still
active Catholic Churches, are fine examples of the rich
Spanish heritage in which this city is steeped. Another no-
table structure which is operated as an attraction is the
Spanish Governor's Palace which was used as a residence for
the Spanish Governor before Mexico gained her independence
from Spain.

Perhaps one of the most interesting of all of these
attractions is the area known as La Villita. This area phyvs-
ically consists of a group of old residences which are excel-
lent examples of Spanish and Mexican architecture, located
on one of the oldest known settlements in the United States.

Also of importance, is the fact that these buildings are also

reflective of German influences on the architecture and history

of San Antonio.

Tne named above facilities comprise some of the major
tourist attractions in the city and are indicative of the
dominant culture. This cultural confluence makes San Antonio
unique and attractive to visitors from all parts of the coun-
try and other nations as well. These specific attractions
are some of the most valuable assets in the city, for they
help support those service and trade industries which repre-
sent approximately 43% of the labor force in San Antonio.
OChviously, anything which helps to support that much of the

local labor force is very imnortant to the local economy.
Y I )



With the importance of tourism in mind, the San
Antonio City government has assumed responsibility for cer-
tain functions which directly or indirectly affect and sup-
port tourism in the city. These functions are performed by
three different departments: +the Convention and Visitor's
Bureau, Market Square, and Convention Facilities.

The first of these city departments is the Convention
and Visitor's Bureau. It is basically a public relations
operation. Specifically, its job is to attract both tourists
and conventions to the city by developing and eecuting pro-
motional programs and attending convention planning confer-
ences 1in order to convince organizations to hold their con-
ventions in San Antonio. The individuals in this Department
are truly the promotional euperts who are vital in the
development of policies for tourist and conventions promotions.

Another department which deals with tourist related
operations is the Market Sqguare Department. This department
deals directly with the daily operation and development of
Market Sguare. The facilities of the Sqguare consist of the
Farmers Market, a parking deck, El Mercado (a Mexican Market),
a new Cultural Center, a largc mall arca and numerous private
businesses in newly renovated bhuildings. The entire area is
located on two city blocks bounded bv Dolorosa Streeb on the
south, Santa Rosa Street on the east, Commerce Street on the
north and Interstate 35 on the west, VWhile this facility is
still under development, it has already realized a great a-

mount of success in both the private business and the city



owned areas. Market Square is publicized as a pecople place
and has had the benefit of both an aggressive promotional
effort from its staff plus effective support from the Con-
vention and Visitor's Bureau. This is presently regarded
as the most successful facility of this type which is owned
and operated by the City and has proved to be a very valu-
able asset to the citv.

The third and last department to deal extensively with
visitors in San Antonio is the Convention Facilities Depart-
ment. This department has two functions: (1) booking con-
ventions into and maintenance of the Convention Center, in-
cluding the Arena and Theatre for the Performing Arts, and
(2) maintenance and contract supervision of Hemisfair Plaza,
La Villita and the Tower of the Americas which comprise
three divisions of the Convention Facilities Department.
Essentially, all of these divisions reguire the same types of
staff work, but the Convention Center itself is the facility
which has experienced the greatest amount of success with
both out~of-town and local clientele. The Tower of the
Americas, Hemisfair Plaza and La Villita have all been some-
what less successful in attracting the same amount of business
traffic, but are still devoted to the attraction of individ-
uals and groups for the support of secondarv industries in
the citv. These facilities, with the exception of ILa Villita,
are all approximately ten vears old, constructed for Hemis
FPair '68, & world's fair held in San Anteonio in that vear.

La Villita, on the other hand, contains historic structures



which are at least 100 years old. This feature highlights
special maintenance and construction needs.

Although La Villita is an old area with all structures
dating back over 100 years, its ownership by the City of San
Antonio dates back to the late nineteen thirties. The his-
toric buildings in La Villita have been on this site since
they were built and for the majority of their use were oc-
cupied as residences.

La Villita covers an area of about four city blocks
bounded by the San Antonio River on the north, South Presa
Street on the west, MNueva Street on the south and Alamo Street
on the east. This area has been redeveloped in segments
since the first redevelopment occurred in the late nineteen
thirties and carly nineteen forties. Since then, several
additions have been made to the area which now reaches the
previously stated boundaries.

Before the first renovation efforts, the La Villita
area was literally a slum in which people lived. Through
Federal Viorks Projects Administration funds issued through
the National Youth Administration and a grant from the Car-—
negie Toundation, titles to homes in the arca were cleared
and the slums were eliminated from what was referred to as
the disgrace of San Antonio. Titles were cleared and homes
were purchased by the City for renovation and eventual es-
tablishment of La Villita.

The preservation of La Villita is important since it

is the site of the first settlement of what is now the City
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of San Antonio. The original settlement of what is now San
Antonio stemmed from the desire of Fray Antonio de San
Buenaventura Olivares to establish a mission in this vicinity
to instruct the Tndians in Christianity. His dream came true
in 1718 with the founding of Mission San Antonio de Valero,
later known as the Alamo. This mission was built on the east
side of the river because of the naturally higher ground on
that side. The mission was defended by a garrison of Spanish
soldiers assigned specifically for that purpose. Inevitably,
marriage between Indian women and Spanish soldiers took place
and these couples established a small secttlement outside of
the mission in what is now the La Villita area, directly
south of the original mission.

In 1731, the Canary Islanders arrived with the intent
of establishing a Spanish settlement in the arca. They set-
tled opposite the river from the Mission Valero and its small
settlement. This settlement of Canary Islanders became the
Villa de San Iernando built around San Fernando church. These
two small settlements, although distinct in location and self-
perceived status, comprised the base upon which San Antonio
was built. Indeed, La Villita is publicized by the Conven-
tion and Visitors Bureau as the first settlement of San An-
tonio. This fact is what makes La Villita sc valuable to San
Antonio. Tt is physical evidence of the first settlement and
dominant Spanish and Mexican culture of this city.

Because La Villita has cxisted since the beginning of

this city, it has been witness to all of the growth and de-
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veloprent this part of the nation has seen. The most famous
events to take place in the San Antonio area during the Texas
Revolution actually took place in 0r adjacent to La Villita.
Specifically, in 1835 the surrender of General Martin Perfecto
de Cos took place in the Cos FHouse located on Villita Street,
General Cos, brother-in-law to Mexican President Santa Ana,
had held and defended the city with a small feorce. This set
the stage for the Battle of the Alamo six months later, dur-
ing which La Villita was a Mexican army stronghold.7

Specifically because of these historic facts and the
cultural richness of the area, a renovation project was con-
ceived by Mayor Maury Maverick in the mid nineteen thirties.
The area had become guite run down and was considered a slum.
Using the monetary and human resources mentioned earlier,
plus the labor of a voung architect named 0'Neill TFord, the
area was acguired and renovated to specifications of the
architect. Purposes of the renovation project were stated in
an ordinance adopted by the Commissioners of San Antonio:

. + . to obtain possession, complete titles and
physically clean La Villita and restore and develop it
into a comprehensive community center for the life, lib-
erty and happiness of the local citizenrv. . . .

. - . to promote world peace. . . .

. +. . [for the] preservation of early Texas and
Spanish culture. . . .

. . . to foster the production of arts and crafts which

are useful, true in design, of good cuality and workman-
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ship and which can be sold at a profit; and the train-
ing of youth to fit into the modern complex of life in
a merciless age.

Although the original ordinance does ramble and includes many
superfluous statements, the above passages can be identified
as the four major purposes of the rehabilitation. The last
two have also been adopted by city staff as guides for op-
eration. It seems to this writer that there mav have been
one other unwritten purpose for the renovation which was to
clear undesirable citizens from the central city area, not
unlike the effects of the urban renewal efforts of the mid
nineteen sixties. Some of the newspaper articles written after
the project contain references to the fact that L.a Villita
was ocnce the "disgrace of San Antonio."9

The fact remains that the City owns a facility which
has stated purposes of operation which can add to the econcmic
and cultural well-heing of all citizens. Smooth and efficient
operation of La Villita can be an asset to the entire city,
while problems with operations can hurt the well-being of the
economy and cultural vitality of the city.

With all of the above in mind, the present Cityv Manager,
Thomas F. Huebner, requested that this writer perform an analy-
sis of the operations of and arecas of concern which have arisen
pertaining to La Villita. The following chapters therefore
represent the coperations and areas of concern from a manage-
ment perspective only, since the studv was undertalen while

the writer was a menber of the City Manager's staffl. Although
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recommendations have been previously submitted in an abbrevi-
ated form to the City Manager, this analvsis is submitted to
the City Manager and the Department of Urban Studies of Trini-
ty University for information and completion of Master's

degree requirements, respectively.



CHAPTER TII
OPERATIONS OF LA VILLITA

To begin the discussion of operations of the facility
known as La Villita, it seems wise to discuss the four areas
of responsibility which are assumed by City staff. This re-
sponsibility is automatic hecause of policy decisions made
by past City Councils which are: (1) retain ownership of La
Villita but lease individual structures to the private sec-
tor and (2) provide plaza areas for conducting special events
by private citizens or groups. This is the basis from which
staff responsibilities are derived. The four are: (1) con-
tract supervision, (2) maintcnance, (3) promotion, and (4) per-
sonncl supervision. The first of these four requires the City
to supervise and monitor all tenant lease contracts for daily
adherence to provisions included in the contracts. Provi-
sions in the contracts include minimum hours of operation,
securing a performance band, obtaining nccessary liability
insurance and prompt remittance of monthly rent, among others.
There are 36 leases of this type presently in force at La
Villita which must be monitored in this fashion.lo To com-
pvound the task, stalf must also monitor all contracts for
snecial events at the three plazas on TLa Villita plus the
Arneson River Theatre. In 1977, there were 410 such events

Cay 4 11 , . .
with independent contracts. These contracts reguire similar



supervision to assure safety and proper operation during
various events. The plazas are used for activities such as
concerts, dances, and private parties. The only other con-
tract which must be monitored is with the La Villita Con-—
cessionaire, which has exclusive right to the beverage con-
cession at La Villita. In this case staff must also assure
that the concessionaire provides adequate service to all
customers served. Contract supervision is possibly the mos
demanding job at La Villita for it reguires supervision of
different types and large numbers of revenue contracts and

the proper handling of the revenues generated.

The second major responsibility of staff centers around

maintenance of the entire area. Since these huildings and
plazas are owned by the City, staff is responsible for any
and aill major work to be performed in the area, interior or
exterior. One factor that compounds this responsibility is
that all of La Villita has been designated as historic by

the City Council of San Antonio. This means that any and a

wvork done on the exterior of the building must he approved by

v

the Historic Review Board, and in many cases, the Pine Arts

Commission. Conseguently, all work is delayed to some extent,

even somewhat routine work such as painting and plumbing.

The La Villita area consists of 25 buildings and several thou-
sand square feet of plaza and walkwav area that must be main-

: 12 - . oo
tained. Marntenance not only means cleaning and organizing,

but also some plumbing, electrical, carpentry and painting

work. Tndeed, the scope of the maintenance responsibility is

15

t
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guite extensive.

A special note must bhe made of the unusually high cost
of maintenance of the buildings and plazas of La Villita. The
foremost reason for the unusually hich maintenance costs of
the buildings is that all these buildings are at least 100
vears old, This in itself is a major consideration when one
begins to think of the maintenance needs of these historic
buildings. The ones most in need of major structural improve-
ments are those which were renovated as part of the original
project. Naturally, the ones with the least amount of main-
tenance nceds are those which were last renovated in 1975 by
the Parks and Recreation Department. On the other hand, the
original renovation project took place in the late nineteen
thirties and early nineteen forties. Consequently, all of
these buildings which are made of adohe, stucco, plaster and
brick are in constant need of repainting, replastering, mor-
taring or other common maintenance attention to preclude ex-

tremely rapid deterioration. Also, manvy of the older build-

ings have outdated wiring, inadeguate plumbing and other

m

problems which must he remedicad. The plazas at La Villita

are Plaza MNacional, Plaza Nucva and Plaza Juarcz which con-
tain a net total of 53,785 sguare feet of rentable space.
These plazas must be set-up before and cleaned after every
function and the electrical systems must be maintained.

the third responsibility which 1s maintained by the
City is promotion of the facilities using hoth the Conven-

tion and Visiters Tureaun I private means of promotion.

ja)]
o
o)
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This role is and should be dictated bv the degree of success
of the facility as a whole, which is primarily determined by
La Villita staff and the tenants themselves. The different
possibilities are guite numerous and are only limited by the
imagination and drive of the individuals involved.

The last responsibility is that of personnel super-
vision. To insure adeqguate performance of the preceding
roles, staff must be utilized in the proper fashion. The La
Villita Manager is responsible for all activities at La Vil-
lita, including staff performance or lack thercof. Con-
sequently, all La Villita staff reports directly to the
Manager who, in turn, reports to the Director of Convention
Facilities. The La Villita Manager,then, is directly re-
sponsible for the supervision of maintenance personnel plus
the contract supervision and promotion.

All of these responsibilities at La Villita are han-
dled by the La Villita staff with helop from other City
departments and Comprehensive Emplovmant and Training Act
(C.E.T.A.) personnel resources. The distinction here is
between City's General Fund resources and C.E.T.A. (federal)
resources, which have proved to be an invaluable asset in
complementing the resources of the Citv as a whole. The
general fund positions of La Villita staff arc arranged in

. 13
order of authoritv as follows:
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Number Numker Pay
Position Authorized Filled Range Salary

Municipal FEnterprise

Manager 1 1 28 14,508

Assistant Municipal

Enterprise Manager 1 1 26 11,082

Building Maintenance

Foreman II 1 1 22 8,004

Maintenance

Mechanic I 2 2 20 9,703
Average

Laborer I 5 5 211 7,356
Average

Of these ten positions, the Municipal Enterprise Manager and
the Assistant Municipal Fnterprise Manager are the only two
located in the La Villita office building. These two indi-
viduals are responsible for supervision of all operations at
La Villita, including maintenance and tcnant liaison. Other
responsibilities include contract monitoring, promotion of
the facilities, budgetarv and personnel matters.

The positions listed above are all provided by General
Fund money, which is the main support for La Villita. Ix-
amination of Ta Villita's Genecral TFund budget docs reveal a
troubling fact about the operation of lLa Villita--present
expenditures are running far in excess of roevenues.

Presently, in total figures, the budgets for the fiscal
vear 1977-78 anticipatc a negative ending balance of approx-

imately $64,000. Anticipated figures for the coming fiscal

year project a similar deficit and actual figures from the
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two previous fiscal years reflect the same. Actual break-

down of the budget figures are as follows:l4

Revenues

Fiscal Year Fiscal Year Fiscal Year Fiscal Year

1975-7¢ 1976-77 1977-78 1978-79
Actual Actual Estimated Proposed
Rentals 49,890 58,386 59,170 59,670
Equipment 10,790 9,408 12,000 12,000
Concession 43,700 26,369 25,000 35,000
Other 455 60 450 B 500
Total 104,835 94,183 96,260 107,170
Expenditures

Fiscal Year Fiscal Year Fiscal Year Fiscal Year

1975-76 1976-77 1977-78 1978-79
Actual \ctual Estimated Prooosed
Personal
Services 97,640 105,487 120,025 123,355
Contractual
Services 17,633 30,215 30,045 37,780
Commodities 82,875 9,183 11,010 12,070
Other __1,431 1,192 1,615 1,3§g
Total 125,582 146,077 162,695 174,355

On the revenue side, rentals include rental of plazas and

buildings under lease.

Tncreases in this figure would most

likely come from increased usage of plaza arcas and some

rental fee increascs in leascs. FRauipment figures reflect
rental of tables, chairs and other items which can be rented
from the Citv during different events staged at the plazas.

The figures under the heading of concession are a represen-
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tation of the amount expected from the ILa Villita concession-
aire. The difference in this figure reflects a change in
concessionaire and a new contract, For example, in 1975-76
the concessionaire was Snacks, Tnc, which paid the City 37%
of its gross receipts at La Villita. The drop in the 1976-77
figure reflects increasing financial difficulties realized
by that concessionaire and his inability to pay the contracted
minimum fee to the City. The 1977--78 figure represents a
conservative estimate for revenues from the new concession-
aire contract and the following year.reflects increasing business,

On the expenditure side, the largest expenditure seen
reflects personnel costs in salary and fringe benefits.
Those are constantly increcasing costs which malke up approx-
imately 60% to 80% of the total expenditures. Other expen-
ditures are rather small in comparison but include supplies,
materials, and contractual services.

The budgetary figures reflect most of the support given
La Villita. Iowever, there are other socurces which provide
substantial support. The first of these is support from
C.E.T.A. lahorers., DPresently, eicht C.E.T.A. employess are
assigned to the crow of La Villita to aid in executing the
staff responsibilities. A2Althouch these lahorers are not
skilled, they do absorb the brunt of most of the ever
labor tasks. This enables the regular employeces to attempt
to remedy other problems which are faced on site. Also, one
C.L.T.A, position is assigned to the La Villita office as a

clerk tvpist to aid the manaverial staff.



21

Other monetary support is quite difficult to come bhy.
The only sources available for capital projects are Community
Development Block CGrants and Revenue Sharing funds. Staff
at Convention Facilities has submitted numerous requests for
funds to upgrade both La Villita and the rest of the Depart-
ment, but with limited success. Cost of totally renovating
La Villita is now estimated at a minirnum of $1.8 wmillion.
Consequently, when reguests are considered along with drain-
age, streets, and other pressing needs, "becautification"
projects are generally the first to be omitted. The only
monetary support La Villita has received from Community De-
velopment Block Grants or Revenue Sharing has been in the
form of a $21,000 allotment from the Revenue Sharing budget
of 1977 to be used for electrical work. From that alloca-
tion, only $6,000 has been spent. This money was designated
for electrical renovation of four specific buildings and the
$6,000 spent was for electrical equipment which is yet to be
installed. The delay of installation is due to the fact
that although specific needs are already identified, the
skilled staff is not available.

Quite obviously, La Villita and its staff arc pressed
to deliver all the services which it has been assigned. Tt
presently offers secrvices for all individuals who wish to
utilize the facility. Local citizens have come to depend
on La Villita as a plece for social functions and special
gatherings of one sort or ancther.

La Villita staff is aided in the performance of the
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Public Works provides all emergency and non-emergency skilled
maintenance and Parks and Recreation provides the same re-
source plus gardeners to care for the many plants and shrubs
on the grounds, This work is performed in response to work
orders submitted by La Villita staff.

A discussion of operations at La Villita must include
a survey of the facilities and their present use. La Villita
consists of 25 buildings and three plaza areas which are a-
vailable for leasec or public rental. These areas are rented
by the general public for different events mentioned earlier.
These areas see quite a bit of activity as attested by the
410 events held at these plazas and the Arneson River The-
atre in 1977.

The buildings at La Villita are the main attraction of
the area. They are lecased to the private scctor for business,
retail, office, and craft shop operations. The buildings,
including their present usage, are listed below.

1. 416 Vvillita Street--This building is presently used
for the La Villita office and contains approximately 700
square feet of space. [t is utilized by La Villita adminis-
trative staff for performance of all administrative work.
Staff presently using this space are the Manager, the Assis-—
tant Manager and Secretary. Also, the crew of laborers re-
ports for work at this sitce. The building has plumbing and
restroom facilities.

2. 420 villita Street--This is the Craft Center build-

ing. It is used as a craft gallery by the Southwest Craft



Center. No actual craft work is done on site. Previously
the La Villita Manager's residence, the building contains
850 sguare feet and all necessary plumbing facilities.

3. 212 South Presa Street--This building is known as

th
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Canada House and is presently occupied by the Margaret
Putnam Gallery. The structure contains 935 square feet and
plumbing facilities. Vo actual work is done on site and it
is the first of two leases with Margaret Putnam.

4. 102 Hidalgo Walk--The Caxias House is a building
which contains only 580 square fecet of space. It is the site
of the La Villita Glassbhlower and has been for vears. The
only actual display of craftwork in progress is located here.

5. 104 Hidalgo Walk--The San Martin House is adjacent
to the Caxias House and is almost the same size albt 550 sguare
feet. Presently is occupied by Angelita Bouticue, a sales
operation. Public restroom facilities for both sexes are
located at the cast end of the building.

6. 106 Hidalgo Walk--This structure is the kitchen
building which contains approximately 450 sguare feet. Pre-
vicusly used as a scrvice building for caterers in the area;
this vear it has been leased out to the La Villita Cantina,

a small cafe.

7. 212 South Presa Strect--This is known as the Ceramic
Building and contains 1,500 square feet with available plumb-
ing. Two shops occupy the building: T.a Chaminade Gift Shop
and Ceramic Gallerics, both are displav and sales operations.

8. 104 Guadalune Walk--"The Weaving Puilding is anothoer
S T g
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large building named for the use for which it was intended.
It contains 2,300 square feet of space on two floors. Pre-
sently it is occupied by Casa Manos Allegres, a gift and
curio shop displaying and selling handcrafted work.

9. 106 Guadalupe Walk--This is Bolivar llall, the
largest single block of indoor space in La Villita. There
exists over 9,000 square fect of space on three floors.
Although it has a great deal of potential, the building has
two major flaws, absence of both air conditioning and a
freight elevator. These are major problems when ohe exam—
ines present utilization. The second floor is used as a
special events rental area for parties and such; it has,
however, seen very little use in this capacitv. In fact,
the second floor was rented a total of nine different days
during 1977. Primary use is as a back-up for Plaza Juarez
during inclement weather. The first floor is utilized by
the San Antonio Conservation Society for their 01d San Antonio
Exhibit. This is a $1 per year rental arrangement for the
mutual benefit of bhoth parties. The basement area is pre-
sently used for storage, workshop and painting areas during
the winter months. Still, these operations arc hindered by
the lack of a freight elevator. Morcover, the building has
little rental value.

10. 502 Villita Street--This is a two story structure
with identical floor plans for each. Net square footage is
1,560 which is divided into secveral small shops.

11. 504 villita strect--This is also a large two story
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structure with a variety of partitioned shop areas. Net
square footage is approwimately 1,700. One definite problem
exists in that the second floor is accessible only through
the first floor.

12, 506 Villita Street--This building can serve only
one purpose. Presently it is the Little Church of La Villita
and contains 1,200 square feet of space.

13. 510 Villita Street--A building known as the Florian
House. It is functicnally arranged as two structures. The
front portion is occupied by the River Art Group for a gal-
lery. The rear two storv porticon is occupied by Country
Villa, a shop for display and sales of handicrafts. The first
floor houses storage space and public restroocms. Total square
footage is slightly over 1,800 sguare fecot.

14, 514 villita Street—-Known as La Casita, this small
structure contains only 1,260 scguarc feet of indoor space.

The unigue feature of this building is that it also has a
tile patio with 2,000 square feet of svace. Restroom fa-
cilities have reccently bheen added. Presently, it is leased
by the Budapest Restaurant.

15, 506 Villita Stroct--2 large btwo storv structure
which contains approximately 3,200 sguare feet on both floors.
Tenants in this building are Barrera Studios on the second
floor and the Colonial Tea Room on the first.

16. The Mchllister House--This is a large two story
structure which houses a variety of tenants in numerous small

areas which have been divided on both floors. The building
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does not seem conducive to its present use; individual shops
are too small and consist of everything from an antigue shop
to art studios to a spice shop. Plumbing is available on
both floors.

17. 305 1/2 South Alamoc Street--The Barber Shop build-
ing is presently being used as a photography studio. It is
a small building, containing only 325 squarec feet of space
which includes a restroom and storeroom.

18. 101 King Phillip Street--This building is pre-
sently leased to Garcia's Woodcarving and is a rather small
building containing just over 600 square feet of usable
space. Plumbing facilities are available.

19. 102 Xing Phillip Street—--This building presently
houses Pallisado Gallery, a display and sales operation.

No plumbing facilities are available and the building con-
tains approximately 850 square feet.

20. 507 Nueva Street--This is a wood frame structure
containing approximately 1,300 square feet. It presently
houses the offices of the Hotel Plaza Nacional.

21. 103 King Phillip Street--This building contains
864 squarc fcet of usable space and is occupied by Little
Studio Gallery. ©No art or craft work done on site.

22. The Concessiocnaire's Building-~This is a bhrick
building located directlv west of 507 Nueva Strect which
contains good plumbing facilitics and 1,260 sgquare feet of
space. This space is almost wasted in that it is used only

for storage space and not leased.
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23. 218 South Presa Street--This building contains
1,218 square feet of usable space and has plumbing facilities,
Tt is leased to La Marnzanita Tile Shop, with some actual
craft work done on the site.

24. The Cos louse--This is the most historic struc-
ture on La Villita and contains 750 square feet of indoor
space. The building also has kitchen facilities and rest-
room facilities for both sexes. Its patio contains 2,200
square feet which augments the desirability for rental. It
is utilized as a facility for special events.

25. The last separate building is a restroom facility
located between 218 South Presa Street and the Concession-
aire's building. This building is approximately 500 square
feet in size and houses toilet facilities for both sexes.

This concludes the survey of existing buildings in La
Villita and their uses. When one takes into consideration
that the City is responsible for all exterior and major in-
terior work on these buildings, the scope of the task takes
form.

The importance of the City operation of La Villita is
supported by the fact that La Villita provides scrvices for
three different groups of clientele. The first group is
comprised of local citizens who mainly utilize the plaza
areas; secondly are the tourists who primarily utilize shop
arcas; and finally, the conventioneers who use the entire
area to some extent. The utilization patterns of these three

groups has evolved in a natural way. There does not seem to
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have been any promoticnal effort to bring local citizens to
shop in La Villita nor any effort to have conventions utilize
La Villita to any great extent. Present staff membhers at La
Villita seem to view their role as simply maintaining the
status quo.

Change is something which comes slowly to La Villita
and usually comes in the form of a change of custom instead
of written rule or policy. In the original ordinance estab-
lishing La Villita, one of the purposes listed was a dedica-
tion of the area for development of the arts and crafts.

This purpose has been embraced by staff at La Villita for
their operational policy. Conseguently, in establishing
rental rates for structures in the area, unusually low rental
rates were estaklished. For example, when compared to Market
Square, a similar facility with strictly commercial space,

La Villita rates ere six to thirtv-two cents per square foot
per month less expensive,lB vet it houses almost 100% commer-

cial establishments. This points to a lack of operational

policy in La Villita for consistent rental rates. Also, the
underrepresentation of working artists at La Villita emphasizes

the absence of a comprehensive tenant recruitment policy.



CHAPTER TT1
AREAS O CONCEEN

In the preceding chapters, an attempt has been made to
familiarize the reader with the public facility known as La
Villita. From the initial redevelopment to the present, City
staff adopted one overriding theme which has always been held
as its primary function: providing a place for the develop~
ment of the arts and crafts. Over the vears, however, strict
adherence to the practice of leasing to working artists has
not been the rule. There are sone working artists and
craftsmen presently in La Villita, but the majority of leases
are to individuals running retail operations exclusively.
Indicated in the building survey included in the preceding
chapter was a summary of the present uses of those structures
in La Villita. This readily identifies the fact that there
are few, if any, working artists on the premises. .Although
these shops may be selling and displaying art and craft work
done by the shop lessece, little of that work is done on site.
The only actual craftwork done by any of the shopkeepers is
performed by Mr. Larry Williams who has run the glassbhlower's
shop for many years and still proves to be the most popular
attraction on Ta Villita. Conscequently, throuchout the years,
the City of San Antonio has become engaged in subsidizing

small nrivate businesses instcad of working craftsmen. The
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ideal would be to have craftsmen and artists on location
actually performing their skills in full view of the public.
What comes to mind at thig suggestion is a potter actually
working on a wheel or an artist painting. This is seemingly
the type of operation envisioned by the proponents of the
original establishing ordinance. This objective, 1in turn,
was adopted by City staff at the facility in establishing
criteria for seeking tenants. 1In practice, this policy has
never been written or carried to the point of specifying the
desired use for each specific building. Consequently, with-
out written operational policy, the tvpe of tenants now being
subsidized are small businesses. Staff has simply leased
space to whoever expressed interest at the time and made
no overt effort at recruiting specific types of tenants.

The reason for describing the Citv's role as subsidiz-—
ing is that with inexpensive space costs, operaticnal ex-
penditures are held to a minimum. The small shops existing
in the area pay a very low operaticnal cost; their major ex-
penditures are devoted to the cost of their merchandise. For
example,; a reviecw of the thirtv-eight existing leases reveals
that the maximum amount spent for anv one lease per month
is a total of $175. The minimum amount of revenue received
is $45 per month and a rough average would be $100 per month.
For a private business, rental space for $100 per month ig
a bargain, Their moslt expensive investment therefore is in
whatever merchandise thev wish to carryv. This clarifies

the point that the City is now in a position of subsidizing
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these small business enterprises instead of working crafts-
men. This, obviously, is a policy question which should be
addressed comprehensively through a policy statement and guide.

Another obvicus probklem is that lT.a Villita is a very
seasonal operation. The three plazas and the Arneson River
Theatre cannot be used during winter months due to their
outdoor nature. Although San Antonio enjoys comparatively
mild winters with some days reaching 70 to 80 degrees, most
functions in these areas are evening functions when the
temperature drops sharply. Also, it is almost impossible
to plan a daylight event for one of the warm days due to
the unpredictability of the weather during the winter months.
Consequently, these areas sce little, if anv, use during the
winter. As stated earlier, plaza usage i1s the service of
La Villita which is predominantly used by local citizens;
thercfore, the arca is almost abandoned during the winter
months by the lccal clientele. Shops in the area rely on
tourist clientele and conventioneers for their livelihood
and the amount of these activities 1s directly related to
the temporal seasons. With less tourists in the City, La
Villita will also see less activily in the shop areas.

Most businesses in general do realize seasonal fluc-
tuations in their trade to some degrce. These same businesses,
however, also take action to increase sales during these pe-
riods of low trade in an effort to increase activity and
defer operational costs while still holding a profit. For

most of the businesses in La Villita, no acticon of this kind
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is taken, instead many of these shops simply close, in
direct violation of their lease contract. This alternative
is easily adopted because of the low operational costs re-
alized by most of the businesses in La Villita and lack of
staff enforcement of contract provisions. Personnel costs
are minimal, rent is low and the lessees' most expensive cost
is that of their merchandise. Therefore, many in La Villita
find it rather simple to close for the major portion of the
winter season. This problem compounds that of less tourists
in the area, because the closed shops discourage the few
prospective customers from coming back. Tenants interviewed
for the purposes of this project sav that they close because
of the lack of tourists and business in general. However,
is that really the case or does business drop so sharply
because of the consistently closed shops? The answer to
this question, of course, is speculative, but there needs to
be more businesslike conduct seen in the area if any improve-
ment is ever to be realized.

Specifically, the situation where the private sector
makes such a minimal investment is one which could be modi-
fied. Tt seems that if individual tenants had to make more
of an investment in their operations, they could less afford
to close their shoo at will., The value of private invest-
ment in partnership with the public sector investment is
best dermonstrated in the operations of Market Sgquare. Granted,
the situation here is different in that private sector in-

terests own their respective buildings while this would not
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be advisable in TLa Villita. Nevertheless, private sector
efforts are seen here as very valuable in assuring the success
of the area. Tor example, last year, merchants at Market
Square contributed $30,000 for promotion alone which is def-
initely a factor in their success. On the other hand, at La
Villita, tenants do not engage in any organized efforts at
promotion and expect the City to do so. Although the City
should promote more effectively, the tenants also should
make more effort on their own behalf.

Compounding the problem of little, if anv, private
investment 1is the fact that the City's efforts at promoting
La Villita have been minimal. As stated previously, there
exist two pamphlets which are available for distribution to
the general public. This is the sum of all the efforts of
both the Visitors Bureau and the staff at La Villita. Staff
etforts of both could be much improved by simply being more
aggressive. This remains a major problem at La Villita,
vhich will hinder any effort at revitalization and must be
dealt with in a comprechensive manner to coordinate staff and
tenant efforts to tap all available resources and develop
a strategy for a complete promotional program.

Lack of effective promoction maximizes the impact of
otherwise minor problems, which in turn compound one another.
In discussions with some of the tenants and staff, one of the
major problems secen is that La Villita offers no parking on
the premises itself for either employaees or potential cus-

tomers. In actuality, there are two parking lots and one
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multilevel parking structure within one city block from La
Villita. However, the major problem is thought to be that
thié is paid parking which discourages customers. Also, some
feel that since people cannot just drive by and drop in but
instead have to plan to go to a specific shop, many potential
drop-in customers are lost. Indeed, this parking situation
exists; but the fact remains that La Villita was designed to
have pedestrian access solely. The only access to vehicles
is for service. The reason for this was to insure the pres-—
ervation of the facility. There simply is not enough space
between the existing buildings to effectively provide for
thoroughfares. Again, with a bit of effort, possibly on the
initiative of the tenants, there could be an arrangement
where a certain amount of time at these lots could be paid
for by the tenants. This is a definite possibility but the
initiative must be from the tenants. This would still not
effectively address the argument of the loss of drop-—-in
business, but it seems that this problem will not bhe effec-—
tively handled until a good promotional program is devel-
oped and local citizens are again broucht into the mainstrean
of clientele.

The only other related problem is that many individ-
uals thought that the extension of the Bl Centro bus route
around La Villita would prove an effective link to the main
shopping district of downtown San Antonio. The extension was
made by the VIA lMetropolitan Transit Authority but the impact

on business at La Villita has been minimal. Again, this seewms
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to point out that a coordinated, comprehensive effort at
promotion of La Villita is necessarv. The effort must be to
educate people that T.a Villita is available for their enjoy-
ment. This is the same type of promotion which has proved
so effective at Market Squarec.

The need for promotion is apparent and recognized by
both tenants and City staff other than those at La Villita.
In fact, conversations with some Convention Facilities staff
indicates the aggressive promotional program undertaken for
Market Square may be viewed enviously. Indeed, Market Square
has had the benefit of a very aggressive promotional pro-
gram, but it is the result of the effort of both staff and
the merchants. The combination of these efforts is essen—
tial for the successful completion of this type of program.
This effort, however, has been lacking on the part of both
parties in TLa Villita's casc. City staff must receive the
brunt of the criticism on this part, however, hecause of the
examples of successful efforts at Market Sguare. This aggros-
sive pursuit of the promotional campaiagn is one essential
element missing from both the staff at La Villita and Con-
vention Facilities.

La Villita was placed under the avthority of the Con-
vention Facilities Department for two reasons: (1) to en-
courage integration into the operations of the Convention
Center and (2) because of its phvsical location. Hopes were
that La Villita would become an integral part of the Con-

vention Facilities but this, in effect, has not occurred.
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Management of the Convention Facilities never has seen TLa
Villita as a portion of the center. In fact, standing in-
formal policy at the Department is to direct conventions to
use La Villita only when the entire Convention Center itself
is being fully utilized. The end result of this policy was
that during the entire year of 1977 only twelve events out
of over four hundred were related to convention activity!
In fact, during a very candid discussion with the Director
of Convention Facilities, he stated that he never really
wanted TLa Villita and would not object if it were removed
from his responsibility. He makes no secret of this senti-
ment, for he feels that La Villita is a totally different
type of facility for which he has no experience in managing.
This type of negative attitude is transferred to the staff
at La Villita and transformed into passivity. Top staff
members at La Villita have been in their positions since La
Villita was under the direction of the Parks and Recreation
Department. They interpret their role of management into
very passive administration only and limited desires to trans—
form it into anything further. Decision making is transferred
to the Director of Convention Facilities or is indefinitely
postponed. To be effective, management must assume a much
more assertive role. Indeecd, management of La Villita thus
far has been totally ineffective, which has resulted in many
of the problems secen with tenants, the concessionaire and
others. Specifically, there are two cases where simple over-

sights by La Villita staff caused the City to lose revenues.
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In the first instance, in dealing with the previous La
Villita concessionaire, staff overlooked the requircment of
the posting of a performance hond required by his contract.
The bond was not posted and when the concessionaire went
bankrupt later in the year, the City had to absorb a $14,000
loss of expected revenues duec to his inability to meet his
contracted responsibilities. A related problem is that ILa
Villita staff allowed the deficit to reach $14,000 before
taking any action.

In a similar situation, one of the tenants at La Villita,

Edith Molinar of the Budapest Restaurant, was five months
behind on her monthly rent of $150. It was not until she
had reguested additional work for her restaurant that this
problem was discovered. Furthermore, she had not secured a
bond as reguired by her contract either. These situations
were finally remedied by her meeting with all of these re-
guirements after several lengthy discussions with an Assis-—

=

tant to the City Manager. This type of problem should never
reach the level of the City Manager's Office, it should be
taken care of by staff on site. The best and most optimistic
explanation for these problems is the passiveness of La
Villita staff,

Management lacks aggressiveness in relationships with
tenants, the concessionaire and in establishing promotiocnal
efforts and developnent policy. These are the basic problem
arcas which have plagued Ta Villita for several vears now and

will not be remcdied until staff adopts these more aggressive
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roles. In fact, adoption of these more aggressive roles is
the most basic element to possible success. This role by
staff would draw necessary attention to all problematic areas.

Another subject which has raised concerns among City
staff is the deterioration of the structures at La Villita,
especially the oldest ones. These buildings do require much
maintenance just to keep them from deteriorating. They are
much in need of upgrading their electrical systems, most are
in need of some amount of painting, some do not have proper
plumbing facilities, and some need carpentry work. This
work is needed not only to get these structures back to a
desirable conditicn but to keep them from deteriorating as
well. Present staff members at La Villita have thus far
not been able to keep abreast of these needs simply because
they do not have any assigned personnel who have skills in
these technical areas. This being the case, the work order
system through Public Works is utilized. These work orders
are 1issued through departmental channels and prioritized by
need. Delegalted work of this tvpe has not been at all success-
ful in keeping up with maintenance needs. Tnvariably, the
Public Works crews take cuite a while to respond to this type
of work order because they must also handle work needs of their
own department plus the rest of the City's operations. Much
of their immediate capacitv is used to respond strictly to
emergency situations. Also, in terms of priority, these crews
will naturally respond to reguests from their own department

before they respond to others. So for thesc reasons mainte-
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nance work 1is deferred, and many times gets to the point of
creating major problems from minor ones.

Once major problems develop, they are almost impossible
to handle due to the persistent lack of funds for these cap-
ital expenditures. Numerous requests for funds have been
submitted by staff for some of these pressing needs during
consideration of Community Development Block Grants or Revenue
Sharing proposed budgets, but without much success. As ex-
plained earlier "beautification" projects do not compete well
with drainage, streets and such. Most of these funding
sources are quite limited when compared to the $1.8 million
of rehabilitation needs. Thore have been some allocations
for needs at La Villita, but thosc funds have not had sig-
nificant impact on the total regquirements. The last sum
budgeted for capital expenditure at La Villita was $21,000
in the last entitlement of Revenue Sharing. The particular
line item was La Villita Rehabilitation--Phase TT. Specif-
ically, it was budgeted for electrical rehabilitation of
four different buildings. This work, as mentionecd earlier,
is yet to be done and this points out problems with staff's
ability to sce that any specific job is perfornmed.

The previous situation is fairly represcntative of two
problems of La Villita. PFirst is the inability to compete
against drainage, streets and other projects which generally
receive most of the Community Development Block Crants and
Revenue Sharing funds for capital improvements. This inabilitwv

ol

to be competitive is the most obvious reason for ruch of the
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deferred capital expenditures on La Villita today in terms of
renewal neceds. This cannot be a fault of staff because the
political climate presently calls for this money to be spent
on public works needs. Secondly, there is the inability to
spend a comparatively small amount of funds such as $21,000.
This points out three specific deficiencies of staff perform-
ance: (1) inability of La Villita staff to perform such
work, (2} low prioritizing of La Villita work by Public Works
crews and (3) passiveness of Ta Villita staff in their lack
of effort to counter such prioritizing. These generally re-
flect the problems faced by La Villita on a daily basis.
These problems, not having been effectively remedied, have
simply compounded themselves to the point of now totaling a
renovation estimated at $1.8 million. Renovation would be
used to upgrade all buildings including electrical and plumb-
ing systems, plus roofing and patch work on deteriorated
portions of the walls.

One specific area of concern is actually a political
concern and a result of the lack of operational policy con-
tinually referred to in the course of this papcr., This con-
cern is that of the special treatment given the San Antonio
Conservation Society during the staging of its annual Night
in 0ld San Antonio. Granted the Conservation Society has
done much good for La Villita and the entire cilty as a whole.
However, it is cquestionable that 1ts name should appear on
cach lease contract between the City and its tenants at La

Villita for the sole benefit of the Society. TIncorporated
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in every lease renewal is a statement which explains to the
lessee that he has no rights to the grounds or general
access to Ta Villita during the function known as Night in
0ld San Antonio. This statement was included at the request
of the Society in order to minimize problems during Night in
O0ld San Antonio. Although this event is by far the most
popular event in TLa Villita, it seems quite unfair that
tenants who are residents in La Villita for 365 days during
the year must schedule their business around that one event
which lasts four days. BDusiness during those four days is
almost non-existent duc to the complete mess during the day
and N.T.C.8.A. revelers during the night. Indecd,; this is
not the only problem generated by N.I.0.S.A. It seems that
a study is in order to explore not only the benefits but the
problems generated by N.I.0.S.A. There have been several re-
ports of the Conservation Societvy forcing tenants to close or
pay the Society a speccified percentage of the revenue gener-—
ated. Also, many individuals have raised concerns over safety
due to overcrowding and nonadherence to fire safety standards.
Damage to City property should also be reviewed such as damage
to buildings, plants and shrubs. Review of these problems
should also address compensation for tenants who lose business
during N.T.0.S8.A. and added compensation to the City for dam-
age to our historic structures and grounds. The suggestions
here are not unfair, thev simply call for just and equal treat-
ment of all groups and individuals with no favoritism.

With the same arrangement, the Societv also gained ex-



clusion from the mandatory use of the TLa Villita beverage
concessionaire. Again, the concessionaire's contract read
that he had the exclusive becverage concession at La Villita
except during N.T.0.S.A. This type of exclusion and special
treatment is complementary to the lobbying efforts of the
Society with some members of past City Councils and staff.
However, the total permanent benefit from these efforts seems
to belong exclusively to the Conservation Society.

Recently, the Mexican American Business and Professional
Women's Club approached City Council with a request to be
treated in the same manner as the Conservation Societyv for
exclusion from mandatory use of the concessionaire. Council
granted this request and instructed staff to make the necessary
arrangements. This time arrancements werc made to enable any
group which is of the same type as S.A.C.S. and M.A.B.P.W. to
be excluded from this mandatory use. These efforts were made
to professionally deal with this type of non-profit group and
refrain from establishing a special arrangement for any one
group. Staff effort resulted in establishing criteria which,
if successfully met, would automatically exclude any group
from this mandatory use.

There is onc groun, however, which should enhance its
relationship with La Villita staff and that is the Ta Villita
Tenants Association. This group is prescntly fragmented and
somewhat ineffective. Presently, the strongest faction of
the Tenants Association has linked itself with the Hemisfair

Plaza Tenants Association and this joint group has become a



formalized complaint channel. From the numerous mectings

with these groups, only complaints have heen heard and all
efforts at soliciting ideas from them for redevelopment of

La Villita have proven futile. To have an effective tenants
association they must be representative of all of the tenants'
interests. If this were truly accomplished, staff could more
easily work with the Association in developing strategies for
adherence to lease contracts and development of future policies.
It secems, however, that achievement of a viable tenant asso-
ciation is almost impossible with the present tenants. Never-
theless, La Villita staff should encourage this type of pos-
itive relationship.

One final area of concern is La Villita's relationship
with other similar facilities. La Villita has much in common
with Hemisfair Plarza and Market Sguarc. The Paseo del Rio
is an areca which also has similar functions and facilities
as La Villita. Tormal relationships, however, have never
materialized. Hemisfair Plaza is directly across Alamo Street
from La Villita and is within the same city department. This
is the extent of the relationship, for in ecveryday operations,
the two rarvely, if ever, have any dealings with one another.
The situation with Market Squarc is even worse. There even
exists some jealousy for the amount of success rcalized by
Market Sauarve. The physical link wilh Paseo dol Rio needs
much strengthening if an improved relationship is cver to be
viable. Access from cne arca to another is possible, but one

1

almost has to know that there is somelhing attractive on the
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other side of the Arneson River Theatre to be drawn there.
These links must be developed into a daily relationship to
be beneficial to all. Basically, however, there exists a
coordination problem between these facilities. The above
facilities are directly or indirectly related to the tourist
industry and also have some dealings with City staff. It
seems that the key is City staff. The qguestion then, is if
Convention Facilities staff should be charged with responsi-
bility to coordinate the above facilities. TFrom the attitudes
and abilities displayed in their present capacities, this
writer would say no.

In summary, the preceding areas of concern involve
every aspect of the operations of La Villita. It seems evident
that changes must be made in organization, personnel and
operational policiecs and procedures. The following chapter
will ouline two proposed strategies for improving the situa-
tion which can be considered for implementation by the City

Manager.



CHAPTER IV

CONCLUSTIONS AND RECOMMENDATIONS

Throughout the discussion of those areas of concern
identified in Chapter III, the role of City staff comes into
question. As stated previouly, Ta Villita was placed under
the authority of the Director of Convention Facilities in
order to enhance its integration with the Convention Center,
which has never effectively taken place.

This effective integration has not bheen realized for
the following reasons:

1. Tacilities at La Villita arec not really conven-
tion facilities.

The type and age of the structures are vastly differ-
ent. La Villita has only four areas which could conceiv-
ably be used for convention functions. Three of these,
however, are outdoor and for a convention which is in San
Antonio for a limited time only, utilization of outdoor fa-
cilities will not be a priority. Also, TLa Villita has po-
tential of being developed into a much greater cultural
center than it is presently. When viewed in this light,
utilization of La Villita for the sole or primary benefit of
conventions would result in under-utilization of the facility,

2. Convention Facilities Department policy of booking

the entire Convention Center before referral to Ta Villita



is made.

This Departmental policy puts La Villita into the role
as back-up for the Convention Center. 1In this back-up role,
La Villita has seen little success. In fact, plaza usage by
convention related functions made up only 2% of all business
in La Villita during 1977. Also, it is extremely difficult
to encourage usage of La Villita for meetings because in case
of inclement weather, the Convention Center must provide the
back-up indoor facility.

3. Expressed feelings of the Director of Convention
Facilities that he has neither the expertise or desire to
operate La Villita.

This feeling can be countered bv a firm directive from
the City Manager to operate the facility in a better manner.
However, this feeling seems so widespread that it would take
more than a directive to result in adequate handling of La
Villita.

4. TLack of initiative on the part of La Villita staff
to work around this feeling,

It is extremely difficult for subordinates to counter
the feelings of a superior. Staff at La Villita, however,
secem to be the last to ever find the initiative to counter
such feelings. They seem to have reached a point of indif-
ference in their operations. Conseguently, Ta Villita has
been treated as sort of a forgotten step-child. It has never
been fully absorbed into operations of the Convention Center,

vet 1t has never heen developed into the valuable cultural
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center for which it has much potential. Trom the facts cited
above and in light of the operational deficiences noted earli-
er, it would seem that organizational changes may best accom-
plish all of the necessary changes. Problems on site under
the present administration are hest summarized by the follow-
ing points:

1. DNon-compliance with and non-enforcement of stan-
dard tenant lease contracts.

2. Under-utilization of most facilities by local cit-
izens and tourists,

3. Lack of promotional effort.

4. Deferred minor maintenance of buildings which re-
sult in need for capital expenditures.

5. Lack of tenant recruitment and general operational
policy.

If the preceding arecas of concern were addressed com-
prehensively by staff, most problems now faced would be
addressed and operations at La Villita would be much nmore
effective. As prescntly orcanized, however, staff sees these
problems as part of the nature of the facilitics. Conse-
guently, staff must accept the responsikility for failures
in these operational areas because of staff neclecl of the
following specific functions or roles: (1) landlord, (2) man-
acer of plaza areas, (3) promoter, and (4) maintcnance. Most
operational problers with La Villita are centered around the
four roles just cited. One alternabtive would he for the Citv
more adeguate

Manager to exercise hig option of reauirin

L
]
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operation. This would put the burden on Convention Facilities
staff to perform acceptably or face the undesirable con-
sequences.

Taking into consideration the tourism and cultural
aspects of the facilityv and keeping in mind the econonmic
benefit of proper utilization of the facility it would seem
wise to attempt to administratively recorganize La Villita.
The most desired reassignment would be to join this facility
with others of equal cultural and operational responsibilities.

Other appropriate Citv-owned cultural facilities would
include only the Market Square Department. This facility
has seen much success in the operation of cultural activities
with local citizens and tourists alike. There are other
operational problemrms, however, that are a concern at Market
Square. First, there are some maintenance problems which the
El Mercado staff on site cannot handle. Secondly, Market
Square has received much criticism for having a staff which
is very top-heavy in grade and pay (see Table I). Examina—
tion of Market Sqguare's revenues and expenditures verifies
that Market Square alwavs ends with a larger deficit than

La Villita (sece Table II). T

wese organizational probhlens

have an adverse effect on the rest of the City staff which

see a very small department in the Citv paying more in salaries
for similar jobs performed. This is a situation which also
needs to be remediod and placing La Villita under Market

Square would probably compound, rather than solve problems.

There is one other Citv-owned facility which deals
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heavily with tourism in this city. That is Hemisfair Plaza,
which is also a division of the Convention Facilities Depart-
ment. Although this facility is not as generously endowed
with the cultural richness of La Villita and Market Square,
it represents a significant tourist attraction. FHemisfair
Plaza is also beset with operational problems similar to
those of La Vvillita. The most viable activitv on the Plaza
is the Tower of the Americas, which Hemisfair Plaza does not
control.

Consequently, the City owns and operates four different
facilities which are directly related to tourism, one of the
most important industries in San Antonio. These facilities,
however, seem under-utilized and beset with operational prob-
lems. It would secem beneficial to attempt to solve the prob-
lems of all these facilities at once. The benefit from good,
efficient operation of these facilities would be the genera-
tion of more activities in relation to tourism.

The most logical step seems to consolidate the manage-
ment of operations of these four facilities into an organi-
zation which can devote all of its resources to the effective
use of these facilities. Naturallv, these four problematic
areas listed for La Villita whould be addressed by this organ-
ization in a manncr complementary to solving the problems at
Market Sguare, Henisfair Plaza, and the Tower of the Americas.

When a survey of existing City departments is done with
the intent of Identifying a department which deals with the

four problematic areas listed and tourism in gencral, the



51

only department which meets these criteria is the Department
of Parks and Recreation. This department deals with the
operations of City parks and recreational facilities on a
year-round basis, Tt also deals with identical rYesponsi-
bilities when it comes to contract supervision. The Depart-
ment has a division in charge of cultural and special activ-
ities which deals directly with promotion and a maintenance
division which has skilled personnel in all necessary functioné.

Therefore, one alternative is to create a division within
the Parks and Recreation Department which will operate these
four facilities almost exclusively (see Figure T). Naturally,
any organizational chancge would also transfer existing per-
sonnel and resources at each facility to the now organization,
The improvements would be in the support given these facili-

ties by other portions of the pepartmnent, plus the close zu-

8]

pervision by the Division FHead in charge.
The advantages of creating a new division within the
Parks and Recrcation Department are:
1. Existing expertise in all operational areas.
2. DMonetary savings possible with deletion of some

positions.

The first advantage of existing excerti

e has already

4]

been partially explored by reference to cultural, svecial
activities and contract supervision cxperience of Parks and
Recreation., Another definite advantage is the existing skilled
maintenance crews emploved by the Denartment. The sccond point

is that there would be a budget savings of al least $50,000



annually from the deletion of the positions of birector,
Assistant Director and Executive Secretary from the Market
Square Department. The cffect of these two advantages would
be more efficient operations by a department which has oper-
ational expertisc in all areas.

These are the disadvantages to the first alternative:

1. Parks and Recreation is the second largest depart-
ment in the city. Consequently, the operations and develop-
ment of these four facilities could be neglected in the
overall operations of Parks and Recreation.

2. The Parks and Recreation Department is alreadyv ex-
tended almost to the limits of manageability. Proper devel-
opment of these facilities would create additional respon-
sibilities and demand additional attention.

3. The imminent developrent of St. Paul's Sauare,
which will be similar in function and facilities to Market
Sguare, should logicallv be grouped with the four other
similar facilities. This would further extend the depart-
ment and its resvonsibilities and therefore mav detract
from performance.

A second alternative is the creation of the Department
of Municipal Facilities to deal exclusively with the devel-
opment and operation of thesce four facilities as cultural
and tourist attractions. This departrnent would address all
the operational deficiencies nresently seen plus develop
policies which will help the redevelopment of the areas.

Organizational changes wvould include establishment of a
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maintenance branch to deal with the daily requirements for
skilled personnel. Organizational arrangement would be
similar to that of the division of Parks and Recreation and
the functional responsibilities would he more closely mon-
itored than at present (see Fiqure IT). Advantages of this
alternative would be:

1. Operations of the facilities would be more closely
supervised by the Department Head and the City Manager.

2. The Department would be free to expand without
extending staff to accomodate growth and new facilities.

3. Yearly budget savings of $100,000 over present
expenditures could be achieved by conforming to the desired
staffing chart (see Figure I11).

The disadvantages of this alternative are:

1. Duplication of work crews, maintenance and pro-
motional perscnnel.

2. Support from other departments may still be needed.

The pros and cons listed above must be compared in
order to arrive at a sound recommendation. The point of
existing expertise in the Department of Parks and Recreation
is easily verified. Contracts with Parks and Recreation are
supervised in a veryv efficient and effective manner. Value
of Special Activities programs produced by the Department
are readily secen in the effective coordination of Brown Bag
Days, summer recreation and cultural programs and others.

Finally, the perfornance of Parks and Recreation maintenance

-

crews is eqgual to that of Public Works crews. he first



alternative would still utilize existing personnel at the
four facilities. The main responsibility would be with
supervisors who would have to train and transfer personnel
for the required tasks. Inherent in this would be a possible
reduction in force which would only be determined after
implementation.

The second alternative, on the other hand, would also
utilize existing staff but the emphasis on development of the
staff in their present positions would be paramount. There
could also be an effort to achieve the desired staffing level
indicated in this document through attrition. The desired
staffing level would reduce the personnel costs by $100,000
per year and still retain optimum performance. Naturally,
both alternatives contain variables which will effect per-
formance. The second alternative minimizes the variables by
supervising the development of staff at the facilities with
a Department Head. The effectiveness of the new department
would be directly related to the qualitv of effort by the
Department Head.

The first alternative isolates operations of the fa-
cilities from direct supervision of the Director of Parks and
Recreation. The present scope of resvonsibilities assigned
to the Director of Parks and Recreation would hinder his
efforts of supervision of the four facilities. This is the
main problem with the first alternative; it places the four
facilities as an added burden on the responsihbilities of

Parks and Recreation,
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The second alternative does not handle the four fa-
cilities as an added responsibility, but instead as the sole
responsibility. This enhances the chances of success for the
optimum development of the areas. 2Also, the new department
will have the potential for expansion to accommodate increas-
ing activity and business on the existing facilities. A
final advantage is that administrative structure will be ex-
isting when the development of St. Paul's Square is finalized.
The new department will have the flexibilitv to add resources
to accommodate this new responsibility,

The negative points associated with the second alterna-
tive apply only to the time immediately after reorganization.
Duplication of personnel reswonsibilities will be obvious
because support will still be necegsary from other depart-
ments. However, develooment of the new department will
cause less dependence on others to the point of being self-
sufficient. Growing responsibilities will end duplication
through sheer volume.

Taking all of the above into consideration, it is

recommenced that the second alternative be adonted to e

0

[

tablish the Department of Municipal Facilities. This
alternative should be implemented because not onlv will it
consolidate the functions and operations of all tourist

and cultural facilities owned by the City, but it will
bring these vital functions closer to top citv staff, spec-

ifically the Citv Manager. This secems proper  for maximum

effective development of these facilitics can greatly add
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to the cultural richness, and therefore tourist attractiveness
of the City. This cannot avoid helping the segment of our
population'which relies basically on tourism for their liveli-
hood. The overall effort of economic development of this
city could he enhanced by the development of these facili-
ties. City staff can be the direct cause of this economic
improvement by efficient and smooth development and opera-
tion of facilities which the City already owns. The challienge
can be effectively met by firm, decisive action on the part
of staff of the proposed department with the active support

of the City Manager.
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TARLE I

STATFING BREAKDOWN OF MARKAT SOUARE, HEMISFA}R PLAZA,
TOWER OF THE AMERTCAS, AND LA VILLITA

MARKET SQUARE

Number Numher Pay
Position Authorized Filled Range Salary

Director 1 1 114rF 23,379
Assistant Director 1 1 106H 18,725
Administrative

Assistant V 1 1 37T 12,212
Administrative

Assistant 1V 1 1 33C 11,820
Special Activities

Supervisor 2 2 33B 11,268%*
Market Master 1 1 31E 12,408
Market Supecrvisor 2 2 31 8,960%*
Recreation

Specialist TT 1 1 30A 9,252
Assistant Market

Supcrvisor 1 1 27G 11,910
Administrative

Assistant 1 1 1 248 7,260
Clerk Typist I 2 2 20 5,088%*
Market Attendant 9 9 211 7,356%

HEMISPALR PLAZA

Administrative

Assistant V 1 1 378 15,828
Administrative

Assistant ITT 1 1 31B 10,200
Building Operations

Supervisor 1 1 30 13,140
Building Maintenance

Foreman IT 3 3 25 9,048%*
Clerk IT 1 1 22F 7,260
Laborer T 18 12 211 7,341%

FAVOerage



TABLE I--Continued

TOWER OF THE AMERICAS

Number Nunmber Pav
Position Authorized Filled Range Salary

Building Operations

Supervisor 1 0 30 0
Building Maintenance

Foreman TII 1 1 25G 9,720
Building Maintenance

Foreman I 1 1 22F 8,004
Plan Eguipment

Operator T 3 2 24G 9,252~
Labor Foreman TIT 1 1 227F 9,526
Labor Foreman T 1 1 219n 8,216
Laborer I 8 7 211 6,742*
Cashier 3 3 20 6,940%
Security Guard TI7T 4 4 24 9,144%*
Security Guard I 5 4 23 7,293%
Tower Attendant 2 1 208 5,988
Clerk I 1 1 207 7,260

LA VILLITA

Municipal Enterprisec

Manager 1 1 28 14,508
Assistant Municipal

Enterprise Manager 1 1 26 11,082
Building Maintenance

Foreman 11 1 1 22 8,004
Maintenance

Mechanic I 2 2 20 $,703%*
Laborer T 5 5 211 7,356%
*Average
Source: Interviews with Alhort Gee, Personnel Department,

City of San Antonio, Texas Series of
- ’ r

Interviews.



TABLYE TT

REVENUES AND EXPENDITURES OF MARKET SQUARE,
HEMIST'ATR PLAZA (INCLUDING THE TOWER

OF THE AMERTCAS),

AND LA VILLITAL

MARKET SQUARE

FPiscal Year Fiscal Year

1975-76 1976-77
Actual Actual
Revenues 45,024 87,473
Expendi--
tures 210,686 310,438
Difference -165,662 ~-222,965

HEMEISFATR

Revenues 901,85 877,840
Expendi-

tureg 1,227,576 1,228,878
Difference -315,728 -351,038

LA VILLIT

Revenues 104,835 84,183
Expendi-

tures 125,502 146,077
Difference -20,667 -51,891

Fiscal Year

Tiscal Year

1977-78 1978-79
Estimated Proposed
116,566 128,660
427,890 445,760
-311,324 -317,100

1,047,050

1,339,445
-292,395

96.620

162,695
-66,075

1,137,985

1,422,325
-284, 340

107,170

174,355
-67,185

Source:
ment,

City of San Antonio, Budget and Research Depart-

Revenues and Expenditures: Hemisfair Plaza,

La Villita, Market Sqguare, Tower of tho Americas.
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ADDITIONAT, SOURCES

There were many informal conversations and phone calls
which added to the content of this raper, They
were, however, in the context of daily work and
too numerous to c¢ite.



VITA

Robert Pech®& was born on July 23, 1953 to Mr. and Mrs.
Lionel A. Pech?, Sr. he voungest of five siblings, lMr. Pech&
received primary and secondary education from Ldgewood In-
dependent School District schools. Following graduation from
John ¥. Kennedy High School in 1971, he enrolled at San An-
tonio Junior College., In the fall of 1973, Mr. Pech? trans-
ferred to Trinity Universitv to major in Political Science.
Mr. Pech? received his Bachelor of Arts degrec in lMay 1975
and returned to Trinity University in fall 1976 to enter
the Urban Studies program. The recipient of a Braclen-
ridge Tellowship and a Housing and Urban Develonment Work
Study Fellowship, Mr. Peché expects to reccive his Master of
Arts Degree in Urban Studies in August 1978. Tie has been
selected to participate in the Presidential Management
Internship Program with the I'ederal Government upon comple-
tion of graduate degree recuiremonts,

Mr. Pech? is married to the former Miss Morma J. Garcia
and the couple exvect to relocate to Washinglon D.C. in July
1978. Permanent address is 3715 Fl Paso Street, San Antonio,

Texas, 78207.



	Trinity University
	Digital Commons @ Trinity
	8-17-1978

	Management study of La Villita
	Robert Peche
	Recommended Citation


	tmp.1273709843.pdf.Ehakn

