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Executive Summary
Retail Growth Strategy
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Executive Summary
Objective
In the fall of 2011, HR&A Advisors, Inc. (HR&A) was retained to create a retail growth strategy for the Center City area, with
specific emphasis on the West Commerce District. Driven by the objectives laid forth in SA2020 and the Strategic Framework Plan,
the City of the San Antonio has recognized the need for a more thoughtful and strategic approach to expanding retail offerings in
Center City. HR&A was engaged to explore growth opportunities at two levels: a block-by-block tenanting strategy for the West
Commerce District and a high-level examination of opportunities in the four priority areas.

Retail Markets
Center City’s retail mix is dominated by visitor-oriented offerings, with about 60% of retail being restaurants, bars, clubs, and
souvenir shops. This is reflected in the retail rents in Center City: rents for space on the River Walk is approximately three times
higher than what it is on Houston Street in the West Commerce District. In the District, approximately 1/3 of spaces are vacant.
Though there are some high quality anchors such as Marti’s and Penner’s, retail generally lacks quality and diversity.

Consumer Markets
Center City retailers can attract spending from approximately 18,000 area residents, 68,000 workers, and the large share of San
Antonio’s 26 million visitors who come to Center City. The West Commerce District, while not benefitting from a dense residential
population, does have a dense working population, with approximately 5,000 workers employed in the .15-square mile area. The
District can also capture significant visitor spending, as it benefits from adjacency to both the River Walk and Market Square. As
new residential development such as the Vistana occurs in the District, it will create further local spending potential as well.

Potential for Growth
Based on HR&A’s retail demand analysis, the West Commerce District can support an additional 27,000 square feet of non-food
retail, which might translate into 8 to 10 stores. There is also demand for 21,000 square feet of grocery and personal care retail.
Most significantly, there is about 120,000 square feet of capturable demand for food & beverage, the vast majority of which is for
limited-service dining.
HR&A Advisors, Inc.
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Executive Summary
Retail Growth Recommendations
For the West Commerce District to emerge as a regional destination, retail options must perceived as “best-of-kind” to San Antonians
as well as to those who visit. HR&A based the strategy on the belief that retail needs to create a renewed sense of place that
appeals to a citywide consumer base and reflects the diversity of potential shoppers. To provide a physical strategic framework,
HR&A identified two retail corridors: the Convenience Shopping Corridor and the Destination Shopping and Entertainment Corridor.
The Convenience Shopping Corridor is centered on Main Plaza and extends from the River to Camaron St. This district should
capitalize on adjacency to a large worker base by offering national and regional convenience retail in categories such as
pharmacy, coffee shop, small electronics, and sporting apparel. These should be supplemented by restaurants that cater to workers,
including limited-service dining options and full-service restaurants that will attract the after-work drinks cohort.
The Destination Shopping and Entertainment Corridor is centered on West Commerce St. from Market Square to Camaron St. This
district should build on the strength of assets such as Market Square and the River Walk by offering a compelling destination for
dining, entertainment, and specialty merchandise that celebrates what San Antonians enjoy about the City and its culture. Retailers
that provide a taste of authentic San Antonio culture, as well as restaurants and live music venues that offer a memorable night out,
should be considered as anchor tenants and should complement the distinctive architectural character of the area.
For the other four priority areas identified in the Strategic Framework Plan, HR&A presents high-level recommendations for
improving retail offerings based on emergent market opportunities, existing retail trends, and demographic patterns.

Implementation
To bring the retail growth recommendations to fruition, HR&A has created a marketing strategy for the district that would
incorporate marketing materials for branding the area and can be used to conduct outreach to potential tenants. These should be
updated on paper and online frequently as new retail spaces become available. The marketing strategy is just one of several
interventions that should be undertaken by a new governing entity for Center City, which may be some combination of the Center
City Development Office, the Centro Partnership, or a new Local Government Corporation.
HR&A Advisors, Inc.

San Antonio Center City Retail Strategy | 4

Introduction
Background, Methodology, and Goals
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Planning for Center City’s Future
The City of San Antonio has set a number of
goals for Center City that will impact retail
success as specified in the SA2020 plan.
SA2020 goals include attracting 15% more
residents, 25% more workers and adding 5,000
housing units to Center City. Creating a place where
people want to live and work requires strong retail
options to support them. Likewise, retail growth is
driven by residents and workers and aligns closely
with SA2020 goals.
In 2011 HR&A completed a Strategic Development
Framework for Center City and introduced a
comprehensive vision and plan for achieving new
growth in Center City. The Strategic Development
Framework identified four neighborhoods as
priority areas for growth:
1) River North – Midtown – Brakenridge
2) Urban Core
3) HemisFair and Cesar Chavez
4) Near River South

HR&A Advisors, Inc.
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Achieving Growth through Retail
In the fall of 2011, HR&A was
retained by the City of San Antonio
to create a retail growth strategy
for the Center City area of the
Urban Core neighborhood, with
specific emphasis on the West
Commerce District.
Driven by the objectives laid forth in
SA2020 and the Strategic Framework
Plan, the City of the San Antonio has
recognized the need for a more
thoughtful and strategic approach to
expanding retail offerings in Center
City.
HR&A was engaged to explore the opportunities for growth at two levels: a block-by-block tenanting strategy for the West
Commerce District and a high-level examination of opportunities in the four priority areas.
The West Commerce District, shown above, is the area roughly bounded by the San Antonio River to the east, West Nueva Street
to the south, I-35 to the west, and West Houston Street to the north.

HR&A Advisors, Inc.
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Boundary Definition
HR&A’s retail study breaks the market
into three geographies:
The City of San Antonio
Center City (as defined in
Framework)
The West Commerce District

Strategic

HR&A uses US Census Bureau-recognized
boundaries to define the area of the City of
San Antonio. HR&A uses the same boundaries
defined in our Strategic Framework to define
Center City, an area of roughly 4.5 miles.
HR&A defines the West Commerce District,
centered on West Commerce Street, an area
of approximately half a mile, as defined on
the previous page.

HR&A Advisors, Inc.

San Antonio Center City Retail Strategy | 8

Retail Markets
An Overview of Retail Opportunities and Challenges
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City of San Antonio
Retail Overview
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Retail in San Antonio
The San Antonio metropolitan area has
over 120 million square feet of retail,
including a number of large shopping
centers located within or near the I-410
loop:
1) McCreless Market Shopping Center
2) South Park Mall
3) City Base Area Retail Centers
4) Terrell Plaza
5) Quarry Area Retail Centers
6) Concourse Shopping Center
7) North Star Mall and Surround Shopping Area
8) La Plaza Del Norte
9) Dellview Market Place
10) Wonderland of the Americas
11) Rigsby Road Shopping Center
12) Ingram Park Mall Area Retail Centers
13) Westover/151 Shopping Centers
14) Westlakes Mall (HEB + Shopping Center)
15) The Shops at Lincoln Heights
16) River Center Mall
17) Pearl Brewery
These shopping centers offer a range of highquality tenants. They also provide convenient,
free parking.
HR&A Advisors, Inc.

Source: ESRI Business Analyst Online
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Retail in Downtown

Of the 120M square feet of retail in San Antonio, 9.7M
square feet (7.9%) is located in Center City, a significant
percentage when compared to other downtowns in
Texas.
In Houston, 5M square feet of retail is located downtown, which
only comprises 1.6% of the Citywide retail. Downtown Dallas
represents 6% of the City’s total retail, at 7.5M square feet.
Downtown Austin contains 4.3M square feet of retail, 5.3% of
the Citywide supply.
HR&A Advisors, Inc.

However, when controlled for size, the retail in Center
City is less dense than in other Texas cities, where
density has created identifiable retail district.
Downtown Dallas has the most dense retail, at 3.5M square
feet per square mile, even though it represents a smaller
percentage of the City’s total retail. Downtown Austin’s
retail density is similar to Center City’s, at 2.3M square feet
per square mile, and Houston’s is slightly higher, at 2.7M
square feet per square mile.

Source: ESRI Business Analyst Online
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Center City
Retail Overview
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Retail in Center City
The character of priority areas in Center
City continues to evolve:
River North – Midtown – Brackenridge:
Anchored by the Pearl Brewery Development
and adjacent to museums and cultural centers;
residential development is expanding
demand for retail; streets are poorly
designed.
Urban Core: Activity driven by visitor
activity; the River Walk creates unique urban
oasis experience; street-level retail lacks
diversity and quality; major cultural anchors
represent opportunity.
HemisFair – Cesar Chavez Corridor:
Adjacency to King William, Lavaca, and La
Villita is an asset; existing retail is disjointed
and lacks density and walkability; poor
streetscape and heavy traffic.
Near River South: Blue Star is an emerging
retail and arts anchor; new residential
development in bringing increased vitality to
the area; benefits from adjacency to
Southtown.

HR&A Advisors, Inc.

San Antonio Center City Retail Strategy | 14

Retail Offerings in Center City
Most retail in the Urban Core is visitororiented and concentrated along the
Riverwalk, the Alamo, and Market Square.
This is reflected in the mix of retail, with
restaurants, bars and souvenir shops representing
over half of all retail in Center City. The non-food
retail offerings, such as apparel and gifts, are
often poorly merchandized and low-quality.
However, recent developments like Pearl Brewery
and Blue Star have demonstrated that high-quality
retail can thrive by appealing to a broader base
of customers.

Attractions

T-Shirt Shops

Souvenir Shops

Restaurants & Bars
Source: San Antonio Downtown Alliance 2010

HR&A Advisors, Inc.
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Retail Rents

Rents achieved along the River Walk reflect the high concentration of Center City’s retail and pedestrian activity
in the area.
Conversely, Commerce and Houston streets have higher vacancy rates and lower rents. Spaces along the Riverwalk at the river
level command nearly three times as much rent per square foot as along Houston Street.

Source: Broker Outreach

HR&A Advisors, Inc.
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West Commerce District
Retail Overview
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Retail in the West Commerce District

Houston Street

Milam Park

Vistana
Market Square

W Commerce Street
City Hall

Main
Plaza

Dolorosa Street

W Nueva Street

Our retail study targets the West Commerce District as the priority area for Center City retail growth.
The West Commerce District is bounded by Houston Street to the north, West Nueva Street to the south, the river to the east, and
highway I-35 to the west. An important set of venues in or near the District provide critical anchors, including Main Plaza, Market
Square, Milam Park, and the historic Aztec Theater. The Vistana, which includes 247 rental units, was completed in 2009 and is a
unique luxury residence in Center City. The District is also home to much of the City’s office and public administration space.

HR&A Advisors, Inc.
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Vacancy in the West Commerce District
Historically, the District has been a retail
destination. However, as of September
2011 approximately one-third of retail
spaces were vacant. Additionally, existing
retail lacks diversity within the dining and
retail categories, both in price point and
merchandise.
Of stores that are currently occupied, 30% of
dining places are Tex-Mex cuisine, 46% of nonfood retailers are gift stores, and 50% of dining
places are limited-service.
The District also lack strong anchors and national
retailers. Of the 30 dining venues in Center City,
27 are occupied by local tenants. Similarly, 22
of the 26 non-food retail tenants are local.

Source: HR&A Advisors, Inc.

HR&A Advisors, Inc.
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Market Square Retail
Market Square illustrates the issues that
challenge retail diversity and quality.
Market Square lacks quality merchandising
and has lackluster public realm amenities,
perhaps caused in part by challenges related
to the management structure.
As of September 2011, 70% of the 110
vendors in Market Square were selling crafts
and souvenirs that were similar in quality and
price point. Further, there is little diversity in
dining options that are available.
Additionally, Market Square fails to create
meaningful connections to the surrounding
area. The Museum lacks visibility from West
Commerce Street and does not seem
integrated into Market Square.
Poor
connectivity, signage, and entry points
prevent the Square from anchoring the
District and stifle any “spillover” of retail
spending into adjacent neighborhoods.
Source: Urban Marketing Collaborative, 2009

HR&A Advisors, Inc.

San Antonio Center City Retail Strategy | 20

Existing Physical Conditions
A strong “sense of place” that characterizes thriving urban retail areas is missing from the West Commerce District.
The West Commerce District requires various physical interventions to create a walkable, safe and attractive retail destination.
Specifically, connectivity to the River Walk, access to parking, and contiguous storefronts are all key features necessary to attain
retail success in the West Commerce District.

Non-contiguous
storefronts

No on-street parking
HR&A Advisors, Inc.

Non-retail uses

Weak connections to
Riverwalk

No pedestrian amenities

Poorly-maintained
façades

Poorly-integrated public
space
San Antonio Center City Retail Strategy | 21

Consumer Markets
An Overview of Key Constituencies
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Center City
Consumer Markets

San Antonio Center City Strategic Plan|23

Consumer Markets
There are three main consumer markets
that impact Center City: Visitors,
Workers, and Residents.
HR&A analyzed each group to determine the
types of retail that could best capture
demand from each market.

Visitors

Workers

Resident
s

In the City of San Antonio, there are 26
million annual visitors, many of whom are
drawn to Center City by the River Walk, the
Alamo, and Market Square. Additionally,
68,200 people work in Center City, but of
the City’s 1,290,000 residents, only 18,200
live in the area.

HR&A Advisors, Inc.
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Visitors Breakdown

2010 Total Visitors: 26 Million
Business
Visitors:
5 Million

Leisure Visitors: 21 Million

Overnight Visitors:
12 Million

Daytime Visitors:
9 Million

Overnight
Visitors:
3 Million

Daytime
Visitors:
2 Million

Destinations like the River Walk have made San Antonio a top visitor destination.
San Antonio attracts 26 million annual visitors, a 4.7% increase since 2009, of which almost 75% come from within Texas. These
visitors stay an average of more than three nights in San Antonio, while those from Mexico spend an average of four to six nights in
San Antonio. Approximately 80% visit for leisure, representing 73% of total visitor spending.
Source: San Antonio 2010 Visitor Profile

HR&A Advisors, Inc.
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Direct Visitor Spending

Leisure visitor spending: $6 billion

Business visitor spending: $1.1 billion

Spending from visitors has become a significant driver of San Antonio’s economy, with $7.1 billion in direct visitor
spending in 2010.
Shopping has become a primary motivator for visiting San Antonio. 44% of non-state visitors and 67% of visitors from Mexico
listing shopping among their top reasons for visiting, spending an average of $150 per day on retail purchases. Retail along the
River Walk and shopping malls along the I-410 loop capture a large portion of this spending.

Source: San Antonio 2010 Visitor Profile

HR&A Advisors, Inc.
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Downtown Workers
Compared to other cities in Texas,
Center City has a smaller population of
workers.
The worker population in Center City,
approximately 68,000, is considerably
smaller than the next smallest, Austin, and is
significantly less than in Houston and Dallas.
The lower density of workers in Center City
translates to less retail spending potential.
Additionally, with workers concentrated
mainly in the Urban Core, other parts of
Center City cannot rely on workers as a
dependable source of retail spending.
However, worker-oriented retail is still an
important component of an overall retail mix
for Center City and helps bridge visitororiented and resident-oriented retail. To this
end, the City must be highly strategic about
how and where it seeks to capture worker
spending.
Source: ESRI Business Analyst Online

HR&A Advisors, Inc.
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Workers by Sector
Over half of Center City’s 68,200
workers are employed in government,
education, health, and hospitality.
The City of San Antonio employs a large
portion of the 10,700 workers in the public
administration sector. An additional 14,400
workers are in the education and health
sector, employed largely by Baptist Medical,
Christus Santa Rosa Health, and Metropolitan
Methodist.
Within hospitality and food
services, the numerous hotels and large
restaurant groups, such as Landry’s
Restaurants and Bill Miller Bar-B-Q, employ
many of the nearly 13,000 workers in the
sector.
Other notable industries for Center City
employment include retail, which employs just
short of 7,000 workers (exclusive of food
services
establishments),
and
“FIRE”
businesses, which employ approximately
4,400.

# of workers

Major employers

Finance, Insurance,
Real Estate (FIRE)

4,400

Frost Bank,
CPS

Retail

6,600

H-E-B,
Small businesses

Public
Administration

10,700

City of San Antonio

Hospitality &
Food services

12,700

Marriott Hotels,
Landry’s Restaurants,
Bill Miller Bar-B-Q

Education and
Health

14,400

Baptist Medical,
Christus Santa Rosa,

Source: ESRI Business Analyst Online

HR&A Advisors, Inc.
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Resident Profile

Residents in Center City are largely male and likely to rent and to live alone.
66% of the people living in Center City are male, which is significantly higher than the City of San Antonio (49%), and only 35% of
them are married. The majority of residents are renters (76%) and live alone (51%), which is significantly higher than in the rest of
the City where renters compose 49% of the population and only 27% live alone. The lack of female and family-oriented retail,
such as nail and hair salons, household and hardware stores, and neighborhood cafes may be attributed to the large male and
single population.

Source: ESRI Business Analyst Online

HR&A Advisors, Inc.
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Resident Profile

Center City households earn significantly less than residents in the City as a whole
The majority of workers in Center City earn less than $40,000 per year. Of the 18,200 residents in Center City, nearly 35%
have a median annual household income of $15,000 or less. By contrast, less than 15% of households in the City of San Antonio
earn below $15,000 annually. This low median household income translates into low spending potential for neighborhood goods
and services. As a result, the retail mix in the Center City area has focused on the visitor, a group with significantly more
spending power.

Source: ESRI Business Analyst Online

HR&A Advisors, Inc.
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West Commerce District
Consumer Markets

San Antonio Center City Strategic Plan|31

Worker Density

West Commerce District
Total workers:
Office-using:
Non office-using:
% Office-using:
Worker Density:
(workers/square miles)

Center City

4,800
2,500
2,300
52%

68,200
29,500
38,700
43%

36,900

14,600

Worker density creates a strong market for shops and services in the District.
Compared to Center City, the West Commerce District has a higher density of workers, and a higher rate of office-using
workers. The rate of office-using workers in the District is nearly 10 percentage points higher than in Center City overall.
This suggests a worker-based population with more disposal income, since office workers typically have higher incomes than
non-office workers. Further, the density of workers in the District is nearly 3 times greater than Center City, showing that
there is ample retail spending potential in the District.
Source: LED OnTheMap

HR&A Advisors, Inc.
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Workers by Sector
A large portion of District workers are in
the professional services and medical
industries, especially compared to
Center City.
In 2009, workers in the professional services
and medical industries comprised half of all
workers in the District and 40% of workers in
Center City. In Center City, 40% of workers
are in these industries. Jobs in retail and
accommodation are more prevalent in Center
City than in the West Commerce District, at
31% and 23% respectively.
Additionally, close to one in five jobs in the
West Commerce District are in public
administration. Given the concentration of
government offices, this suggests a different
type of worker base than Center City overall,
where the worker base has a much larger
portion of retail and accommodation
employees.

Source: LED OnTheMap

HR&A Advisors, Inc.
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Workers In and Nearby the West Commerce District
There are approximately 4,800 people
working in the District, plus an additional
4,000 working within two blocks to the
north and south.
New shops and services in the West
Commerce District have the potential to
attract the medical workers to the north and
the government workers to the south. These
workers provide demand for daytime
services, convenience stores, lunch venues, and
post-work drinking and dining.

3,000 Workers
4,800
Workers

Commerce Street

1,000 Workers

Source: LED OnTheMap

HR&A Advisors, Inc.
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Resident Profile

Similar to the trends in Center City, the majority of West Commerce District residents seem to be single men who rent
and live alone.
68% of the residents living within ¼ of a mile of the West Commerce District are male and the majority are over the age of 35.
There are significantly more residents within ¼ mile of the West Commerce District who rent and live alone than in Center City or
the City of San Antonio. As in Center City, the low percentage of females and families has resulted in few neighborhood services
and retail offering resident-oriented goods.
Notable residential properties in or near the West Commerce District include the Vistana, the Robert E. Lee, and Soap Works.
While not all of these fall within the strict bounds of the District, since data is analyzed at a census block group level, for small
geographies the distribution of residents is only an approximation. For the purpose of retail analysis, however, it is valuable to
consider both residents within the District and those living in the directly adjacent areas.
Source: ESRI Business Analyst Online

HR&A Advisors, Inc.
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Resident Profile

West Commerce District residents have lower household income than residents of Center City and the City overall.
The median income of resident within ¼ mile of the West Commerce District is $14,200 per year, which is significantly lower than
both the citywide and Center City average. Since residents have less income to spend in the West Commerce District, retailers will
have difficulty if they depend on resident spending. Thus, the thriving retail areas include Market Square, which caters to visitors,
and fast-food restaurants that the residents can afford. However, with new residential developments similar to the Vistana, the
West Commerce District may attract more families and households with higher incomes.

Source: ESRI Business Analyst Online

HR&A Advisors, Inc.
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Potential for Growth
Retail Expansion in the West Commerce District
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Spending Potential Gap Analysis
The retail spending potential gap analysis is an indicator
of demand for new retail in the West Commerce District.
This analysis examines the total spending potential from the key
user groups that come to the West Commerce District- local and
regional residents, workers, and visitors- that can be captured in
the District against the total existing retail sales in the District.
The “gap” between the two represents spending that is not
currently captured in the District, but rather is going to retailers
and restaurateurs in malls, shopping centers and other areas of
San Antonio. If captured, however, this spending could support
new retail tenants in Center City.
The unmet spending potential is translated into an estimate of
new retail space that can be supported by using sales
productivity figures. Sales productivity figures estimate the
sales in dollars per square foot of retail space for each type of
retail, based on a national survey of retailers.
As laid out on the following pages, this analysis ultimately leads
to an estimate of supportable new square feet of retail in the
District for each retail category.

HR&A Advisors, Inc.
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Potential for Growth
Four user groups generate demand for retail in the District: local residents, regional residents, workers and visitors.
These user groups generate approximately $110 million in capturable retail spending potential, while there is already $61
million in existing sales in the District. This represents close to $48 million of spending which is being “leaked” to other areas.
Retail spending potential and existing sales in the West Commerce District (Thousands of Dollars)
Regional
Residents

Local Residents

Building Materials
Grocery
Home Furnishing
Electronics
Apparel*
Hobby, Books, Music, Sports
General Merchandise
Dining
Full-Service Restaurants
Limited-Service Places
Drinking Places
Personal Care
Miscellaneous**
Total

$
$
$
$
$
$
$

126
1,561
59
23
71
34
404

$
$
$
$
$
$

133
130
24
165
53
2,783

$
$
$
$
$
$
$
$
$
$
$
$
$
$

325
440
121
6,428
696
270
8,280

Workers

$
$
$
$
$
$
$
$
$
$
$
$
$
$

855
262
545
436
480
615
4,076
1,241
1,700
10,210

Visitors

$
$
$
$
$
$
$
$
$
$
$
$
$
$

5,379
4,321
1,749
3,019
872
1,742
31,648
26,918
4,647
4,250
3,440
87,985

Unmet
Spending
Potential

Existing Sales

$
$
$
$
$
$
$
$
$
$
$
$
$
$

527
2,368
261
594
5,883
631
4,806
28,269
2,128
1,098
1,122
13,857
61,544

$
$
$
$
$
$
$
$
$
$
$
$
$
$

(401)
5,427
4,706
1,178
(1,808)
832
(2,180)
10,555
28,996
4,269
4,534
(8,394)
47,714

*Apparel includes traditional clothing and accessories as well as visitor-oriented clothing retail such a themed T-shirt shops, etc.
**Miscellaneous includes office supplies, florists, stationary, gift stores, used merchandise, and other miscellaneous retailers

HR&A Advisors, Inc.
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Potential for Growth
The majority of capturable spending
potential is driven by visitors.
The rates used to arrive at capturable
spending potential are based on industry
standards, coupled with our understanding of
the current retail market and consumer
spending behavior in San Antonio.
As the chart at right shows, the capturable
spending potential is still driven largely by
the tourist market. Even if the capturable
spending potential in the three other user
groups doubled, together they would still
only be a fraction of capturable visitor
spending.

Source: ESRI Business Analyst Online

HR&A Advisors, Inc.
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Supportable New Retail Square Footage
Gap Analysis shows there to be significant capturable spending potential in the West Commerce District, which can
support substantial retail expansion
Using the sales productivity figures, unmet spending potential can be translated to new supportable retail and dining space in
the West Commerce District. Much of this retail space could be accommodated in existing vacant space, but additional
supportable retail could also potentially also be occupied in new mixed-use development or conversion of existing space.

Building Materials
Grocery
Home Furnishing
Electronics
Apparel
Hobby, Books, Music, Sports
General Merchandise
Dining
Full-Service Restaurants
Limited-Service Places
Drinking Places
Personal Care
Miscellaneous
Total
HR&A Advisors, Inc.

Unmet Spending Potential
($K)
$
(401)
$
5,427
$
4,706
$
1,178
$
(1,808)
$
832
$
(2,180)
$
$
$
$
$
$

10,555
28,996
4,269
4,534
(8,394)
47,714.0

Sales PSF

Total Supportable SF

417
509
254
324
536
213
350

11,000
19,000
4,000
4,000
-

370
357
370
460
233
4,393

29,000
81,000
12,000
10,000
170,000
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Potential for Growth

Capturable retail spending could translate into expansion of retail and restaurant offerings in the West Commerce
District.
HR&A’s analysis shows existing spending potential could support a small grocery or drug store that incorporates a grocery
element. There is also support for approximately 27,000 square feet of non-food retail, which might translate into 8 to 14 new
stores. Lastly, there is significant spending potential for additional food and beverage, which should be met in a variety of
ways, including restaurants that provide diverse cuisines, dining formats, and price points.

HR&A Advisors, Inc.
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Retail Growth Recommendations
A Geographically-Delineated Approach to Retail Expansion
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A New Destination for San Antonio
For the West Commerce District to successfully grow and emerge as a regional
destination, shopping and dining options must perceived as “best-of-kind” to those who
live and work in San Antonio as well as to those who visit the City.
The most viable path to success for the district is one that fosters a retail mix and physical
environment that is universally appealing to lifelong San Antonians and tourists, as well as to Center
City workers and families. This can be achieved by offering an shopping experience that can only
be found in a downtown where the synergy between the architectural character and type of tenant
is unique to this part of San Antonio.
To this end, while La Villita and Market Square celebrate the cultural heritage of San Antonio, the
West Commerce District should reflect the energy in retailing and dining that has developed in
other parts of the City, but has not yet come to Center City.
In concert with improved retail offerings, the public realm of the District should be a place where
residents, workers, and visitors, without buying anything, have an experience that can only be found
in an urban environment such as Center City. An improved physical environment will enhance not
only the shopping and dining experience, but will also create a sense of place that is compelling
and memorable.
Furthermore, creating a dense residential core, building on the success of the Vistana, will add a
dimension of street-level activity to the West Commerce Street District that has been the hallmark of
other successful downtowns through the country.

HR&A Advisors, Inc.
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Guiding Principles
In creating the tenanting strategy for the West Commerce Street District, HR&A relied on a
set of principles for retail growth that underpin all recommendations.
Retail needs to create a new sense of place for the District. For the West Commerce District to
thrive, it must become a distinctive and visible destination where people are excited to spend time.
Retail offerings, combined with distinctive architecture and public space, should create a sense of
place that is equally vibrant, yet complementary, to places like the River Walk and Market Square.
The District can appeal to a citywide consumer base by offering an experience that is distinctly
different from a suburban shopping center. The existing markets in Center City account for some
capturable demand for retail, but for the District to truly thrive as a destination for retail, its offerings
must attract customers from outside the immediate area who are looking for a unique shopping
experience as well as interesting shops and great restaurants.
Retail recruitment should abide by a hierarchy of streets. In the early stages of retail growth in
the District, there is both limited capturable demand and limited suitable retail space. To have a
meaningful impact on the retail composition and physical character of the area, tenant recruitment
must focus on clustering activity along the most critical corridors in the District.

Boulder, CO

Paris, France

Retail offerings should reflect and advance the diversity of potential shoppers in the District.
Retail offerings should appeal to residents of the area, local workers, as well as local, regional, and
national visitors. Introducing retail that appeals to diverse constituencies will enhance the vibrancy of
the area and promote authentic, sustainable retail growth.
Cincinnati, OH

HR&A Advisors, Inc.
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West Commerce District
Retail Tenanting Strategy
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Existing Retail Supply
The map on the following page shows the building stock and retail spaces that currently exist in the West Commerce
Street District, with much of it fronting West Commerce Street.
Because retail space is concentrated along West Commerce Street, HR&A has identified this street as the focus of the tenanting
strategy. However, as the street develops as a retail destination, it is expected that activity will expand west to Houston Street and
Dolorosa Street via north-south streets such as Soledad, Flores, and Camaron.
It should be noted that the retail tenanting strategy for the District focuses on a framework to address vacancies and re-tenant
existing spaces in the District. As such, it does not provide an in-depth discussion of new development of retail or mixed-use space.

HR&A Advisors, Inc.
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Existing Retail Supply

Houston St
Milam Park
W Commerce St
Market Squ
are

Main
Plaza

Dolorosa St

W Nueva St

Ground Floor Retail
HR&A Advisors, Inc.

Other Building

Public Open Space
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Retail Corridors

Milam
Park

Destination Shopping
Market
and Entertainment
Square
Corridor

Convenience
Shopping
Main
Corridor Plaza

To provide a physical framework for the strategy, HR&A identified two critical retail corridors: the Convenience
Shopping Corridor and the Destination Shopping and Entertainment Corridor.
A review of the existing retail character, physical conditions, and concentration of customers indicates that there is potential to create
two distinct, but complementary, corridors of retail and dining venues along with West Commerce District. It is expected that both
corridors would transition into each other in a seamless manner, with the consumer experiencing a subtle change in the type of retailer
as they move along the corridor.
HR&A Advisors, Inc.
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Retail Corridors

Milam
Park

Market
Square

Main
Plaza

The space that falls outside of the two critical corridors represents a longer-term opportunity for retail growth that will
necessarily be shaped by future development.
As retail flourishes in the two corridors, the value of retail real estate will also increase. This will unlock new development potential in
the District and create opportunities to expand the volume and variety of retail offerings to the north and south of West Commerce
Street.
HR&A Advisors, Inc.
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Convenience Shopping Corridor: Retail Vision
Convenience Shopping Corridor is centered on West
Commerce Street and North Flores Street, extending
approximately east to the river, south to West Nueva
Street, west to Camaron Street, and north to West
Houston Street.
Driven by office works and visitors seeking high-quality, easily
accessible convenience retail, this area is re-imagined as an
active hub of retail and restaurant offerings that provide
amenities and dining options that are affordable and of interest
to the widest customer base.
Existing Assets and Character. This area benefits from its
central location, which is near several dense employment
centers, including Frost Tower, Christus Santa Rosa, and City of
San Antonio offices. The node also benefits from its proximity to
the River Walk and Main Plaza.
Future Retail Character. National and regional convenience
retailers in categories such as pharmacy, coffee shop, small
electronics, or casual sports apparel would establish the area as
a strong retail node. These should be supplemented by
restaurants that cater to workers, including limited-service dining
options and full-service restaurants that will attract the afterwork drinks cohort.
HR&A Advisors, Inc.

Main Plaza and W. Commerce St.
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Convenience Shopping Corridor: Tenanting Strategy
Tenanting Recommendations. Based on analysis of existing
retail supply and consumer spending patterns, the following
tenants are examples of those that would be appropriate for
the Convenience Shopping Corridor:
 Drinking and Dining
 Corner bakery
 Panera Bread
 Starbuck’s
 Flying Saucer Draught Emporium
 Urban Taco
 Jamba Juice
 Big’z Burger Joint
 Einstein Bagels
 Zinc Bar
 Retail






CVS
Best Buy Mobile
Fleet Feet
My Fit Foods
Dry Cleaner

HR&A Advisors, Inc.
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Convenience Shopping Corridor: Tenanting Strategy
Priority Spaces. The following are representative spaces that should be targeted for re-tenanting. In addition to vacant spaces,
retail spaces along Plaza de Armas and the intersection of West Commerce St. and Soledad, North Main, and North Flores should
be targeted. Examples of types of possible tenants appear in blue.

1

2

1
3
201 W Commerce St.
~8,000 SF
Starbucks
Zinc

2

Plaza De
Armas
Jamba Juice
Fleet Feet

3

4

W Commerce St.
and Soledad St.
Urban Taco
Flying Saucer

Market St.
and Main Plaza
Best Buy Mobile
Sip

4

HR&A Advisors, Inc.
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Convenience Shopping Corridor: Main Plaza
Main Plaza is an important civic space in Center
City and can be a catalyst for retail growth in
the Convenience Shopping Corridor.
Efforts should be made to make Main Plaza one of
the most active public spaces in Center City, which
includes establishing it as a place for outdoor-focused
retail and commerce.
The City should coordinate with the Main Plaza
Conservancy to increase the frequency of
programming. Craft fairs, open flea markets, and
farmer’s markets would showcase local retailers.
In addition, the City should encourage conversion of
ground floor space surrounding Main Plaza from
office space to storefronts. By creating a critical
mass of activity, it is expected that Main Plaza will
attract better tenants, achieve higher values, and
enhance character of the area.
Critical targets for this effort should include the
former Pauline’s Books location, the site of the former
Wolfson’s Building, and the first floor of the Frost
Bank Building.
HR&A Advisors, Inc.
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Convenience Shopping Corridor: Main Plaza Tenanting
Recommendations
1
1

6

3

2
3

Cupcake Couture
The Flying Saucer

2

4

4

Panera

Sip

5

6

5
Development opportunity
(retail or mixed use)
HR&A Advisors, Inc.

Main Plaza Market
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Destination Retail and Entertainment: Retail Vision
Destination Retail and Entertainment is centered on West
Commerce Street from Market Square to Camaron Street
Strong local and regional retail and restaurant offerings can
establish the area as a destination for dining, entertainment,
and specialty merchandise that celebrates what San Antonians
enjoy about the City and its culture.
Existing Assets and Character. The Destination Retail and
Entertainment node is currently anchored by one of the City’s
preeminent attractions: Market Square. It is also home to Marti’s
and Penner’s, two one-of-a kind retail stores that draw
customers from the San Antonio area as well as visitors to the
City. The Vistana, one of the City’s most visible new residential
projects, has brought a new demographic to the area, while
Milam Park provides quality open space.
Future Retail Character. Future tenants in the Destination Retail
and Entertainment Corridor should build on the success of Marti’s
and Penner’s as stores that have become a destination for
shoppers. Retailers that also provide a taste of authentic San
Antonio culture, as well as restaurants and live music venues that
offer memorable night out should be considered as anchor
tenants and should complement the distinctive architectural
character of the area.
W. Commerce St., Looking West

HR&A Advisors, Inc.

Produce Row, Market Square
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Destination Retail and Entertainment Corridor: Tenanting Strategy
Tenanting Recommendations. HR&A’s analysis identified the
following tenants as examples of types of tenants well-suited
for a Destination Retail and Entertainment node, based on their
ability to bring an authentic San Antonio experience to Center
City:
 Drinking and Dining
 Local chef dining concept
 Amy’s Ice Cream
 Rudy’s Barbeque
 The Friendly Spot
 The Ghost Room/The Ginger Man
 Entertainment
 Gruene Hall
 Floore’s Country Store
 San Antone Café and Concerts
 Retail








Little’s Boots
Shayne Sauce Foods
The Juarez Chile Co.
Silver jeweler
Southwest School of Art Store
Many Hands Gallery
Eduardo’s

HR&A Advisors, Inc.

San Antonio Center City Retail Strategy | 57

The Destination Shopping & Entertainment Corridor: Tenanting Strategy
Priority Spaces. The following is an example of spaces that should be targeted for retenanting. Additionally, the Spanish
Governor’s Palace should be established as a cultural anchor at the east end of the District, through more consistent and highquality marketing around the City. Examples of types of possible tenants appear in blue.

1
2

3
4

1

100 N Santa Rosa
(Vistana)
Southwest School of Art Store
Shayne Sauce Foods
HR&A Advisors, Inc.

2

333-341 W Commerce St.
~16,500 SF
The Friendly Spot
San Antone Café and Concerts

3

4

Space Along
West Commerce Street
Silver Jeweler
Rudy’s Barbeque

Spanish Governor’s
Palace
One-of a kind
cultural attraction
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The Destination Shopping & Entertainment Corridor: The Health District Building
Redeveloping the City-owned former health
clinic building on West Commerce Street is
critical to unlocking the full growth potential
of the node.
The building, which occupies a full city block
between Calder St. and South Laredo St.,
currently does not add to the streetscape and
vibrancy of the area. It is a beautiful and
historical structure, and were it successfully
redeveloped, could become the catalyst for
growth of the District.
This building has the potential to be a truly unique
development in the City and, together with the
retail across the street, can be the centerpiece of
a
revitalized
Destination
Shopping
&
Entertainment Corridor along West Commerce.
The size and style of the building makes it wellsuited for mixed-use development. The City
should designate a developer and mandate that
the first floor be redeveloped as retail space.
Residential space, for which there is ample
demand, could be supported on upper floors.
HR&A Advisors, Inc.
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The Destination Shopping & Entertainment Corridor: The Health District Building

2,000 SF

1,000 SF

1,000 SF

2,000 SF

Ca

lde
r

S t.

Tenanting Strategy. Suggested below is a clustering of distinctive uses within the Health District Building that could dramatically
improve the vitality of the area and serve to catalyze surrounding retail development. The building is anchored by dining and
entertainment uses on both corners, with specialty retailers ranging from an ice cream shop to a store selling Quinceañera dresses,
filling in the remainder of the 13,000 square foot ground floor.

W. Commerce St.
2,000 SF

1,000 SF
SL
a

W. Commerce St.
HR&A Advisors, Inc.

re d

oS
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The Destination Shopping & Entertainment Corridor: Market Square
Market Square is a critical asset for the Destination
Shopping & Entertainment Corridor and the entire
West Commerce District.
However, the retail in Market Square is not held to the
standard necessary to reach its full potential as a
commercial anchor.
To re-establish Market Square as a preeminent regional
destination for both visitors and San Antonio residents, the
City must implement a thoughtful strategy for retail
tenanting, as addressed in the study of Market Square
which it previously commissioned.
Beyond tenanting, other interventions are central to the
success of Market Square:
Physical interventions. Market Square must be betterintegrated into its surroundings through improved
connectivity and signage. Venues should be facing out to
allow for easy access and visibility, rather than inward
facing.
Governance.
The City must work with the private
ownership in Market Square to implement a plan for more
effective management of retail and public spaces.
HR&A Advisors, Inc.
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Retail Vision: Other Retail Development Districts
The area of the West Commerce District to the north and
south requires a long-term development strategy
inclusive of more than just retail tenanting interventions.
North. The area to the north is not currently suited for retail
expansion, due to a lack of pedestrian activity and density of
retail space. As the Convenience Shopping and Destination
Shopping & Entertainment Corridors grow, however, there will
be opportunities to introduce new, mixed-use development. For
example, the area has numerous under-utilized and
developable parcels, many of which are currently used for
surface parking. These parcels should be targeted for mediumscale, mixed-use development. As the residential base of the
area grows, retail tenants that provide critical neighborhood
amenities such a modest-sized urban-format grocer, can be
targeted.
South. The area to the south, similar to the area to the north,
has long-term development potential, given the abundant
supply of under-developed parcels. This area, however, is
likely a longer-term target for development, as it lacks
pedestrian-scaled, urban-format development and walkable
streets. Key infrastructure and public realm investments are
needed before development can begin to flourish in this area.
W. Houston St., looking east

HR&A Advisors, Inc.

W. Nueva St. , looking east
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Retail Vision: Other Retail Development Districts
Tenanting Recommendations. In the long term, these areas,
particularly the area to the north, can be targeted for retail
expansion. As the residential base in the area grows, retailers
that provide neighborhood and resident-serving amenities
should be recruited. Tenants that might be targeted for this
area include:

Good Egg, Toronto, ON

HR&A Advisors, Inc.

Culinaria Grocery Store, St. Louis, MO

Dig Garden Center, Brooklyn, NY

Ruff Haus Pet Store, Chicago, IL
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Physical Interventions
Public Realm Improvements to Support Retail Growth
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The Public Realm: Creating a Sense of Place
Currently, the West Commerce District
is an auto-oriented thoroughfare that
lacks the welcoming and pedestrianfriendly streetscape necessary to
support retail.
While retail is an important component of
place-making, the City must pay equal
attention to improving the physical
environment. To help establish the District as
attractive destinations for consumers and
businesses, it is critical to secure investments
in the public realm that support and
encourage pedestrian activity.
Each physical intervention in the District—from signage to traffic calming- should enhance the shopping experience. At the same
time, these interventions should help to create a shopping, dining, and entertainment district that is truly distinctive from that of the
River Walk and in the suburbs of the City.
The following are key interventions that will enhance the quality of the public realm in the West Commerce District:

HR&A Advisors, Inc.
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A Reimagined West Commerce Street

The image shows how a revitalized West Commerce Street could look, as viewed from Calder Street looking west. The Municipal
Health Building on the left is reimagined as a mixed-use development, while the spaces across the street are vibrant in-line retail
with improved facades. In addition, significant improvements to the public realm elevate the quality of the District.
HR&A Advisors, Inc.
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Physical Interventions

On-Street Parking. On-street parking in the District is critical to both the physical environment and the
viability of retail. For urban-format retail to be successful in an auto-oriented city, it is necessary to have
parking that is highly visible, easily accessible, and readily available. This can be provided in part by
parking lots and structures located behind street-front retail, but on-street parking provides the most direct
access to stores.
Cincinnati, OH

Lighting. High-quality lighting in the public realm is an affordable measure that can have a great impact
on the sense of place in a retail district. Improved street lighting and lighting of buildings can lend a new
sense of excitement to the retail in the West Commerce District, particularly in the Destination Shopping &
Entertainment Corridor. The lights can help to brand the area, and give visitors a sense of arrival upon
entering. In addition to place-making, good lighting is crucial to ensuring that visitors in the District feel
safe walking the streets.
St. Louis, MO

Façade Improvement. Though not part of the public realm, attractive building facades, especially on
retail spaces, are critical to a compelling physical environment. Strong retail facades incorporate
creatively designed awnings, signage, lighting, and window decorations. In the West Commerce District,
improved facades will help the retail to be more visible to potential consumers and convey the density of
retail offerings. Façade improvement programs are common in retail districts nationwide, where small
grants or loans to building owners help to offset the capital cost of making improvements.
San Jose, CA

HR&A Advisors, Inc.
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Physical Interventions

Traffic Calming. To establish the West Commerce District as recognized retail destinations, it is essential
that they are both safe and pedestrian friendly. Apart from crime, high-speed traffic has the most
detrimental effect on pedestrian friendliness. To slow the speed of traffic on West Commerce Street, as
well as on other streets in the District, traffic-calming measures such as on-street parking, cross walks,
medians, stop signs, and traffic lights should be installed.
Oakland, CA

Sidewalk Improvements. Currently the sidewalks in the West Commerce Street District are not well-suited
to accommodate heavy pedestrian traffic and, therefore, do not support a vibrant retail setting. They are
poorly maintained and very narrow. Sidewalks in the District, particularly along West Commerce Street,
should be widened to allow greater pedestrian traffic and to signal that the area is a walkable urban
district.
Portland, OR

Pedestrian Amenities. Widening the sidewalks is critical, but that alone is not enough to create a
walkable urban retail district. Adding pedestrian amenities to the streetscapes, such as benches, planters,
and trees, will help to enliven the public realm and establish a sense of place. In particular, plants and
trees should be targeted for the two retail districts, as they improve the walkability of an urban
environment and provide shelter from the heat, an important consideration for San Antonio.
Columbus, OH

HR&A Advisors, Inc.
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Connecting to the River Walk
The connection between the River Walk and the street level
at West Commerce Street is one of the most critical points of
access in the District and needs to be presented as such.
The River Walk has been Center City’s most important driver of
economic and real estate growth for the past several decades.
Creating a visible, recognizable, and safe connection from the River
at West Commerce Street to the street level to the is of paramount
importance to the success of retail in the District.
To facilitate easy movement between the street and river levels, the
City must establish a highly visible entrance, or “gateway” which is
more than simply a point of entry and egress. It should be a visual
landmark, celebrating the River Walk and at the same time
indicating to people leaving the River Walk that they are entering
into a distinct, yet equally engaging, walking, shopping and dining
environment. This gateway can also function as a place of arrival
into the West Commerce District for people entering from the other
side of Commerce St.
As part of this process, the City should leverage signage, lighting,
and public art installations reflect the desired character of the
district: authentic, engaging, and dynamic.
River Walk Connection at Main Plaza

HR&A Advisors, Inc.
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Strategic Framework Priority Areas
Retail Tenanting Strategy
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Priority Area 1: Midtown/Brackenridge/River North (MBRN)
Retail in the MDRN priority area should appeal to the growing number of
residents moving to new developments as well as the existing customer
base.
Character and Assets. The MDRN priority area does not have the density nor
pedestrian-friendly streets that are present in the Urban Core, although it benefits
from a number of other assets and opportunities. Residential development in this
area is increasing rapidly, with several hundred units projected to be brought to
market in the near future. In addition, MDRN is the location of the San Antonio
Museum of Art, one of the most visited cultural attractions in the City.
Further, the recent redevelopment of Pearl Brewery has established a signature
retail destination in the area, bringing with it high-quality dining and retail
offerings in a format different from traditional malls and shopping centers—an
uncommon achievement in San Antonio. Pearl will continue to grow, adding
residential and office uses in the near future, and will almost surely anchor
additional development nearby.
Future Retail Character. As MBRN continues to grow, retail should build upon the existing strengths of Pearl Brewery while also
appealing to the growing residential base in the area. High-quality retailers in the apparel, furniture, and home furnishing
categories will capture spending from new residents and build on the existing character of Pearl Brewery’s tenants. As the
residential base expands, retailers such as children’s stores and book stores would also be well-suited to the area. Furthermore,
additional high-quality dining destinations, like those currently located in Pearl Brewery, would attract visitors from around the City,
and also appeal to higher-income residents in the local area.

HR&A Advisors, Inc.
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Priority Area 2: Urban Core
Retail in the Urban Core should expand to include more high-quality
offerings that appeal to local residents and workers.
Character and Assets. The Urban Core priority area is the epicenter of visitor
activity in the City. The area contains the most active and dense section of the
River Walk, the Alamo and Alamo Plaza, the Convention Center, and the majority
of the City’s large hotels Located in the Urban Core as well is the River Center
Mall, the only large shopping center in Center City.
The River Walk, in particular, is both a tremendous asset and challenge for the
Urban Core. Restaurants and retailers along the attractive paths of the River Walk
have made it a very popular destination for visitors. As such, many of the retail and
restaurant venues lack appeal for office workers and residents. At the same time
there is a significant overlap in merchandise type, quality and price point.
At the same time, the River Walk draws activity away from street level areas,
sapping much of the vitality from the streets above.

Future Retail Character. The type and quality of retail in the Urban Core should be diversified in order to appeal to local workers
and residents, while continuing to serve visitors. In particular, the Urban Core should seek to attract a greater diversity of dining
offerings in terms of format, cuisine, and price point. High-end drinking places such as wine bars and craft brew houses, along with a
greater supply of limited-service eating places would appeal to workers in Center City looking for an affordable lunch or dinner.

HR&A Advisors, Inc.
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Priority Area 3: Cesar Chavez Boulevard/HemisFair Park (CCHF)
Retail in the CCHF priority area should appeal to local and regional
residents by building on its developing reputation as an eclectic retail and
dining district.
Character and Assets. Currently the CCHF priority area is predominantly a
residential district. It benefits from adjacency to HemisFair Park, which is due to be
redeveloped in the near future and will bring an influx of visitors, residents, and
workers to this part of Center City. It also is close to La Villita, which has an array
of retail and restaurant offerings. La Villita, however, is limited as a retail place
due to lack of professional retail management and configuration.
South St. Mary’s Street and South Alamo Street, both included in the CCHF priority
area, have some retail supply. Currently a number of food & beverage offerings,
ranging from well-regarded hangouts for the City’s creative class to lower-quality
fast-casual dining destinations, can be found here. Nonetheless, this area cannot
by and large be counted as a successful retail corridor, and retail fails to drive
pedestrian traffic.
Future Retail Character. In order to further establish the CCHF priority area as a destination for arts-oriented retail and unique
dining destinations, additional restaurants and art galleries, like those found in the Near River South priority area, should be
targeted. In addition, critical neighborhood amenities and services that are higher-quality than current offerings would appeal to
the more affluent demographic that may move to the area in the future. H-E-B is targeting a site in the CCHF priority area for their
first urban supermarket, which would be a good fit for the character of this area. Other retailers that compliment grocery stores,
such as drug stores, dry cleaners or hair salons, would thrive in this area. There may also be an opportunity in the future to orient
retail towards the public open space and residential community proposed at HemisFair.
HR&A Advisors, Inc.
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Priority Area 4: Near River South (NRS)
Retail in the NRS priority area should build upon the strength of the
existing retail offerings that have established the area as a regional
destination for arts and culture.
Character and Assets. Historically the NRS priority area has been an industrial
and manufacturing hub in the City, but in recent years much of the building stock
has been reclaimed and repurposed for retail, cultural, and arts uses.
Concurrently, arts-oriented retail has also flourished on S. Alamo St., adjacent to
this area. While the area is still in transition, the abundance of developable land
or facilities that can be repurposed for retail or mixed-use development makes this
area one of the City’s most promising for future development.
In particular, Blue Star, which exemplifies the revitalization occurring in the area,
has become the City’s preeminent hub for arts-oriented retail. There are numerous
art galleries and stores, as well as other “creative” retailers and dining
destinations. Blue Star also includes affordable residential units for artists, office
space for several not-for-profits, and is the home of the Blue Star Brewery.
Future Retail Character. Retail in the NRS priority area should continue to expand upon the area’s growing reputation as a
regional destination for retail, dining, arts, and culture. More non-food retailers in categories such as apparel and accessories,
home furnishings, and books would be well-suited to the area and can capture retail spending from visitors that come to dine or visit
the numerous art galleries. In addition, art supply and music instrument stores could capture significant spending from artists living in
the area and from artistically-inclined residents who are drawn to the area. In the medium-term, retail can be more oriented to
residents as residential development expands. This might include a natural foods store, a pharmacy, a pet boutique, or a
neighborhood coffee shop.
HR&A Advisors, Inc.
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Case Studies
Summary of Lessons Learned
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Case Study Summary
Transforming an undifferentiated neighborhood into a great urban destination with a “sense of place” is a challenge
confronted in cities nationwide. It is a challenge, however, that other cities have overcome through thoughtful strategy
and implementation.
Successes and shortcomings of retail strategies in other comparable markets can provide valuable lessons for the City of San Antonio
as it seeks to enhance the retail experience in Center City and the West Commerce District.
HR&A completed case studies for three comparable cities that have created and begun to implement retail improvement and
downtown revitalization strategies: Dallas, Houston, and Raleigh. Each of these case studies yields important takeaways relating to
San Antonio’s own efforts to improve the retail offerings in Center City and are reflected in the following sections of this report. Key
lessons from these case studies are below, while the full case studies can be found in Appendix A.
Successful retail recruitment requires a thoughtful balance between stimulating small business, attracting national retailers and
improving the physical environment
Negative perceptions related to public safety and parking adequacy can be impediments to shoppers and businesses
A well-funded and continuously-maintained physical realm is of primary importance to the health of a retail zone
Without technical business assistance some small businesses may struggle to become self-sustaining in a growing marketplace.
Franchises of existing, popular retailers, do not have the same struggle
National chains won’t commit until local entrepreneurs establish legitimacy of the area
Tailoring a retail strategy to attract spending from newly emergent submarkets, as well as established markets, encourages new
investment that would otherwise be captured elsewhere

HR&A Advisors, Inc.
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Marketing Strategy
Critical Materials for Tenant Outreach
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Retail Marketing Approach
A successful retail tenant outreach campaign will need to be
well-coordinated, since available space and potentially
developable space are under multiple ownerships, making it
difficult for prospective tenants to understand the full range of
options that are available to them in the area.
The person or entity leading retail recruitment will require information
that helps “sell” the area. In addition to printed materials, information
should be included on multiple websites, such as those of the Downtown
Alliance, Visit San Antonio, and the City of San Antonio. Given that the
West Commerce District is the area where retail recruitment efforts
should be focused, this plan outlines a strategy for retail marketing and
outreach oriented towards enhancing the retail and restaurant offerings
in that District, but could be translated to other areas.
The following information is suggested for inclusion in the marketing
material:

HR&A Advisors, Inc.
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Retail Marketing Materials
Demographic
Overview

¼-Mile
Radius

2-Mile
Radius

5-Mile
Radius

10-Mile
Radius

Population

1,300

65,600

382,700

979,400

Households

440

20,600

124,200

347,100

Average HH Income

$26,400

$33,400

$41,800

$49,200

Median HH Income

$16,400

$25,200

$31,400

$41,100

Median Age

39

34

33

32

Bachelor’s or higher

7%

8%

12%

18%

37%

47%

51%

49%

% Female

Area Profile. The goal of this section should position
the District as an exciting and growing retail and
cultural corridor with a set of valuable anchors and
adjacencies. This description should paint a compelling
picture of the area as a prime location for retail, and
should be created with the goal of sparking initial
interest from potential tenants. Basic information such
as the size of the District, its location in the region,
access points, and other facts should be included.
Demographic Breakdown.
The table to the left
breaks down important demographic information that
is often of interest to tenants and site selection
professionals. This information should be regularly
updated as new data becomes available, and should
always be included in any tenant marketing materials.
Note that the data at right uses the intersection of
West Commerce Street and Camaron Street as the
center point for all radius-based analysis.
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Retail Marketing Materials
Key assets. Marketing materials should provide a more in-depth description of the area’s most
valuable assets. For example, significant attention should be given to the value of Market Square as a
driver of activity. Marketing materials should highlight the history of the Market, the size, the number
of visitors, and the key retail and cultural anchors. The River Walk, Main Plaza, civic buildings and
major employers should also be highlighted.
Map of Area. To give potential tenants a spatial sense of the District, marketing materials should
include a map highlighting key destinations. These destinations should include key anchors, assets, and
infrastructure. Items to include are:

This section may ultimately include a detailed map showing the District and a larger regional context
map showing where the District is situated in relationship to other San Antonio destinations.
Available Spaces. Another critical element of marketing materials for tenant outreach is a list of
information on available spaces. This should include, at minimum:

Providing this information is essential to translating interest in the area into interest in a specific space.
Without this information, the outreach coordinator will risk losing momentum with tenants who show
interest in the area but need specific space information in order to advance their decision-making
process. This is particularly true of national tenants with more sophisticated site selection protocol.
HR&A Advisors, Inc.
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Retail Marketing Materials
Existing Retail Profile. Understanding valuable retail
synergies is a crucial component of the site selection process.
To that end, it is important to include a profile of the existing
retail market in the retail recruitment materials.
This
description should include data points describing amount and
type of existing retail in the District and should highlight key
retail anchors (e.g. Marti’s, Penner’s, Market Square).

HR&A Advisors, Inc.
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Governance Strategy
Establishing the Capacity to Execute
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Governance Strategy for Implementation
The City should establish an entity dedicated to retail expansion in Center City that has the resources and capacity
necessary to implement the recommendations of the retail strategy.
The governance strategy for the implementation of the retail strategy should follow the guidelines established in the Strategic
Framework Plan. Within this framework, however, there are several options the City could pursue in terms of designating an entity to
focus on retail in Center City. Whether one of these options or perhaps some combination of these options is favorable will be
contingent largely upon the overarching structure adopted by the City and the Centro Partnership for implementation of economic
development activities in Center City.
Option 1: Center City Development Office
The Center City Development Office (CCDO) might establish a task force or multiple task forces to implement the recommendations of
the retail strategy. This team of CCDO staff would have the support and resources of existing CCDO infrastructure, but would be
able to focus more intensively on issues of retail. Within the task force structure, it may be advantageous to have an “umbrella team”
with several sub-committees that focus on retail expansion in particular areas.
Option 2: Centro Partnership
Under the recommended structure for the Centro Partnership put forth in the Strategic Framework Plan, Centro leadership might
establish a retail recruitment team. This team could either work under one of the four “branches” of the Partnership (Centro SA,
Downtown Alliance, Centro, and Downtown Community Development Corporation), or could be an inter-organizational team that
draws on the resources and skills of each organization.
Option 3: Local Government Corporation
Particularly for the West Commerce District, a Local Government Corporation (LGC) might be established. This LGC could be funded
through a special tax assessment on property or through rent collected on property that the City conveys to the LGC, such as the
Health District Building. The LGC would execute all necessary programs and initiatives for the District.
HR&A Advisors, Inc.
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Key Services
For the governing entities in Center City to carry out the recommendations of
this strategy, they must undertake a number of critical services and initiatives.
Key services to provide in the West Commerce District and Center City to implement
the retail strategy include:

Retail Recruitment. To attract new retailers, the entities should dedicate a full-time
staff person to retail recruitment. This staff person should help determine the priority
targets for retail recruitment and conduct outreach based on this strategy. This work
entails maintaining a database of available space, preparing marketing materials,
building relationships with target tenants, and conducting outreach to site selection
personnel for major brands.
Marketing and Events. The entities should continue to organize marketing and events
in Center City, particularly in places like Main Plaza, Market Square, and Milam Park.
It is especially important to plan additional events in less active parts of Center City
that are being targeted for retail expansion, because successful programming can
generate interim activation and demonstrate the potential for commercial growth.

HR&A Advisors, Inc.
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Key Services

Cleanliness. The entities must invest in keeping the public realm clean and wellmaintained. This will require hiring or contracting personnel to pick up litter, sweep
sidewalks, and maintain tree beds and planters. They should also provide additional
garbage receptacles and recycling bins that are well-located and aesthetically pleasing.
Safety. The entities should hire or contract for additional security personnel to patrol the
most active parts of the District. These security personnel should work in concert with City of
San Antonio and Downtown Alliance personnel, and should be highly visible to pedestrians.
During peak hours, such as evenings and weekends, security presence should be increased.
Capital Improvements. An additional function that the entities might serve is to identify,
coordinate, and fund capital improvements to buildings and infrastructure in the area.
Interventions might include improvements to planters or tree beds, additional benches or
sitting areas, public art, or operating and funding a façade improvement program.
Development Management. The entities should use resources to facilitate new
development, which it can do in a number of ways. The entity may act as an advocate and
mediator for landowners and developers engaged in the redevelopment of property in the
District. The entity may also issue bonds, provide financing, or acquire, assemble, and
dispose land for future development.
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Key Services
Additional Services for the West Commerce District. To supplement the programs and
initiatives detailed on the previous two pages, there are a series of important publicprivate management needs specific to the West Commerce Street District. The District
benefits from a number of key assets, most notably Main Plaza, Market Square, Milam
Park, which warrant more intensively coordinated and case-specific management plans, as
they will play an important role in the future success of this District.
Each of these places has struggled to reach its full potential as an asset to Center City in the
recent past for an array of reasons. Underutilization has been borne out of issues of poor
maintenance, lack of programming, lack of investment, and poor retail tenanting.
To reactivate these assets, the entity in charge must have the capacity to devote significant
time and resources to improved management, something that the existing managing entities
have struggled to accomplish. To meet these ends, there is potential for that entity to
attain additional funding via the City of San Antonio, which has committed $1.5 million for
improvements to West Commerce Street and $40 million to improvements to street in
Center City.
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Case Studies
Appendix A
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Dallas Main Street
The Main Street District Initiative developed a framework for an updated and strategically
targeted retail recruitment and incentive program to attract and retain retailers in a
depressed stretch of Main Street between Field Street and St. Paul Street.
CHALLENGE: Main Street had suffered from decades of decline and neglect which resulted in a lack of
retail offerings.
OBJECTIVE: To promote economic development and to stimulate business and commercial activity in the
downtown core. Specifically, the City sought a mix of local, small businesses and national retailers to occupy
80,000 SF of new retail along a three block stretch of Main Street via two program components:
Retail Recruitment Incentives including rent subsidies and Tenant Improvement Allowance grants
Marketing, Leasing and Promotion coordination through DOWNTOWNDallas

Dallas Main Street,1951

INTERVENTIONS: The Initiative's strategy started with a geographic focus by targeting a small area to serve
as a catalyst for further growth. Small retailers were offered government technical assistance and national
retailers were offered rental and fit out incentives. Additionally, the District worked with developers in the
planning stages of new projects to make sure they include space for street-front retail projects that will
complement the desired merchandise mix of retail.
Dallas Main Street, 2011

LESSONS LEARNED: The Initiative lead to multiple lessons learned that are applicable to San Antonio’s efforts:
The downtown retail marketplace has not matured. The city should provide direct support and attention to retail pioneers while developing
appropriate incentives and strategies to stimulate the interest of national retailers and prepare the environment for catalyst projects.
Successful retail recruitment requires a thoughtful balance between stimulating small business, attracting national retailers and improving the
physical environment.
Negative perceptions related to public safety and parking adequacy can be impediments to shoppers and businesses.
Without technical business assistance some small businesses may struggle to become self-sustaining in a growing marketplace. Franchises of
existing, popular retailers, do not have the same struggle.
National chains won’t commit until local entrepreneurs establish legitimacy of the area.
HR&A Advisors, Inc.
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Downtown Houston
The Houston Downtown Management District conducted a retail study in 2010 that
highlighted current market conditions and recommended commercial enhancement
opportunities.
CHALLEGE: Downtown Houston lacked a defined retail zone and did not have the critical mass or offering
necessary to attract shoppers. Physical design barriers detracted from the shopping experience.
OBJECTIVES: identify physical improvements and marketing efforts that would support more retail activity.
Main Street, 1920

RECOMMENDATIONS: The study identified multiple realms of physical interventions that could be
undertaken to support existing Downtown retailers and encourage new operators to located in Downtown.
Parking: Identify times when parking is under utilized but could be better priced to support retail activity. The
study recommended creating free parking on Sundays, evenings and other off times when retailers would
benefit but the rates would not be abused by area employees.
Lighting: Improve public lighting in major retail zones and work with private property owners to repair nonworking exterior lights and overall increase the illumination of storefronts.
Building Design Standards: Implement building design standards that require street level commercial frontages
and other urban design standards. Work with developers and public agencies to identify key areas and
locations for retail that would benefit both property owners and the community.
Signage: Modify commercial signage standards for street level and anchor businesses to allow for more
visibility and to match modern industry standards and practices. Compared to other physical improvements,
signage is an affordable physical intervention impacting a retail zone’s character.
Area Activity: The report made key recommendations to connect the retail activity along Main Street to the
daytime and weekend activity several blocks south at Discovery Green.
Property Database: The report also recommended creating a database of vacant and potential infill
properties that could be supported and marketed to entice new retail activity.
LESSONS LEARNED: A well-funded and continuously-maintained physical realm is of primary importance to
the health of a retail zone
HR&A Advisors, Inc.

Restored architecture along Mani Street

Main Street, 2011
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Downtown Raleigh
The Downtown Raleigh Alliance conducted a retail study in 2009 to identify the major
challenges and opportunities that exist in Downtown Raleigh to support a more robust
retail environment.
CHALLENGE: Downtown Raleigh has lost its retail core along Fayetteville Street to regional suburban
competition.
OBJECTIVE: To leverage different local demographic groups to support new retail offerings.
RECOMMEDNATIONS: The Study made a series of policy and programming recommendations for increasing
retail activity in Downtown including:
Prioritize a geographic area (Fayetteville Street) that can leverage the demand created by multiple
selections of the aforementioned subgroups and utilize existing structures for new retail opportunities.
Develop a retail recruitment and marketing program to attract targeted retailers that would cater to
existing customer groups.
Work with landlords, brokers, and key electeds to support an outreach and marketing program.
Work with the public sector to streamline the bureaucratic process for new retailers in Downtown.
Establish new signage guidelines to improve the visual vibrancy of Fayetteville Street.

Fayetteville Street,1950s

LESSONS LEARNED: The Study identified new burgeoning demographic clusters that had been overlooked,
most notably the “hipster and “yup-ster” communities that are rapidly growing in Downtown Raleigh.
These sub groups are of particular importance because of their high spending rates, trend setting abilities
and pioneering attitude towards underutilized spaces.
For San Antonio it is important to look at emerging social, demographic and economic trends such as the
success of the Vistana and the Pearl.
Tailoring a retail strategy to capture spending from this growing submarket, as well as established markets,
would encourage new investment that would otherwise go unidentified.

Fayetteville Street, 1975

Fayetteville Street, 2009
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Contact
HR&A Advisors, Inc.
99 Hudson Street
Third Floor
New York, NY 10013
212.977.5597
kcoburn@hraadvisors.com
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