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Narrative

With the help of a planning grant from Office of Economic Adjustment, the City of San Antonio recently completed a Growth Management Plan for Fort Sam Houston.  The City now recognizes that a similar plan is needed to address the military growth that is occurring at Lackland Air Force Base and its potential impact on the surrounding community, in particular Port San Antonio (PSA). The purpose of the Lackland AFB Growth Management Plan is two-fold: 1. To determine how Lackland’s growth is impacting the ability of PSA to successfully redevelop the former Kelly Air Force Base properties; and 2. To identify critical transportation and infrastructure issues and provide recommendations that would benefit and support the mission of Lackland AFB and the successful development of PSA. 
Lackland Air Force Base is home to the 37th Training Wing and is situated on 9,600 acres all within the City limits of San Antonio.  Over 49,000 military, civilian, student and contractor personnel work at Lackland AFB on a daily basis.  In addition, the Air Force still maintains a significant presence at Port San Antonio (PSA is the former Kelly Air Force Base) which is adjacent and contiguous with Lackland.  Both the Air Force and PSA jointly utilize the Kelly Field runway for military and commercial airfield operations.  On PSA, the Air Force continues to lease over 2, 800,000 sq.ft. of space as part of a BRAC leaseback footprint covering over 270 acres of PSA property.  This comprises approximately 14.5% of the developable property at Port San Antonio.  Approximately 3900 Air Force and other DoD employees will work on PSA once the Air Force completes improvements to an existing PSA facility in 2009.             
Growth impacting the surrounding the community continues to occur at Lackland from BRAC actions and other Air Force internal organizational decisions.   Recent MILCON projects include a C-5 training facility, Security Forces technical training facilities, new technical training and permanent party dormitories, a military working dog hospital and telecommunications facility.  Lackland is gaining 1,131 new personnel due to BRAC and another 940 new personnel from mission realignments including the Air Force Real Property Agency, Air Force Medical Operations Agency, Southwest Regional Contracting Center and Air Force Center for Engineering and the Environment.  While the Wilford Hall Medical Center (Lackland) was scheduled to lose 1,940 personnel from the BRAC relocation of inpatient medical treatment to Brooks Army Medical Center at Fort Sam Houston, it now appears that Wilford Hall Medical Center will continue to be fully occupied and utilized by the Air Force and Army for the next several years.  This change in plans has negated the loss of these 1,940 personnel. 
These circumstances and events are impacting the community and causing the City and PSA, as the community’s redevelopment agent, to revise its planning efforts to help achieve the goals of community redevelopment and job creation, and to mitigate the impact on surrounding neighborhoods from the continued Air Force growth and presence on PSA.  This impact from Air Force growth at Lackland and PSA is affecting road and utility infrastructure, traffic patterns/flow, drainage, land planning, environmental conditions, noise patterns, housing, economic development and community development.  
Scope of Work

The City of San Antonio is seeking additional OEA grant assistance for a Growth Management Plan (GMP) that would allow the community to address and plan for the BRAC 2005 and other related growth at Lackland AFB.   OMA is seeking funds totaling $558,000 for contract service support.  The City also sees a need for the community, PSA and the Air Force to develop a new plan for helping implement the “Go West” initiatives that have been impacted by both the 1995 and 2005 rounds of BRAC. This combined plan would focus on developing goals, objectives and strategies around those BRAC 1995/2005 issues and opportunities that affect PSA and the surrounding community. Following is a brief description of each of the project scope components for a Lackland Growth Management Plan.
1.  Transportation/Infrastructure
Traffic Study
(Total Cost—$313,500; Contract--$285,500; CoSA Non-Federal Match--$28,550)
Scope of Work: Due to military growth at Lackland AFB, including PSA, traffic congestion is becoming a significant issue affecting the surrounding community and the Port’s ability to develop the former base.  Much of the growth occurring at Lackland AFB, both BRAC and non-BRAC, will occur at PSA in Building 171.  An estimated 2,700 new employees will locate to Building 171 by the end of 2011.  Lackland AFB estimated that of these new 2,700 employees, 98% will live off Base.  While only a population increase of .5%, nearly all of the new personnel moving to Lackland AFB will be commuting to and from Building 171 and PSA on a daily basis.  

The City of San Antonio would work with PSA, the Air Force, Bexar County and the Metropolitan Planning Organization to conduct a traffic simulation study encompassing the areas surrounding both Lackland and PSA.  This study would examine traffic patterns and congestion impacting the surrounding community and identify recommendations and alternatives for mitigating the impact on the community.  This study would provide a model and tool for developing sound traffic recommendations for local governmental decision makers.
Deliverables: The deliverables will come in the form of report and preliminary engineering drawings, which detail the essential components of the design and evaluate each option against the cost and benefit each one would provide.   The report will outline the key steps, major hurdles and other issues required to complete any selected scenarios, including a timetable for completion.      

Storm Water Drainage Study
(Total Cost: $170,000; Contract--$155,000; PSA Non-Federal Match--$15,000)

Scope of Work:  Both PSA and Lackland AFB have been plagued by flooding issues during prolonged periods of rain or flash flooding.  Both the shared runway and the ramps on PSA and Lackland AFB have been impacted by flooding which has negatively affected flight operations for both facilities.  

The study will include hydrology and hydraulic analysis of contributing properties up and downstream of Lackland AFB, along Leon Creek; which would generate flood mitigation solutions, allowing for future expansion of the runway and ramp area.  The drainage analysis will consider the impact of additional impervious cover required to support a projected increase in air traffic operations and aircraft size due to on-going expansion of air cargo operations at Port San Antonio.

Deliverables: The deliverables will come in the form of report and preliminary engineering drawings, which detail the essential components of the design and evaluate each option against the cost and benefit each one would provide.   The report will outline the key steps, major hurdles and other issues required to complete any selected scenarios, including a timetable for completion.      

Runway Repair & Future Expansion Study
(Total Cost--$71,500; Contract Cost--$65,000; PSA Non-Federal Match--$6,500)

Scope of Work:  Kelly Field at Lackland AFB and PSA is a heavily used runway as mission demands from Lackland AFB continue to growth and PSA begins to develop and expand its air cargo facilities.  This study would develop and prepare a Lackland Operations Plan that outlines the projected levels of flight operations on an annual basis for the next 20 years. For each year, the plan would address hours of flight operations, aircraft types, frequencies of operations, landing and takeoff weights and aircraft ground movements across the pavements.  In addition, the study would develop an Airfield Pavement Analysis Plan that addresses the effects of the air cargo operations on the airfield pavements. It would include cumulative annual damage factors to determine when major reconstruction of the airfield pavement features would be necessary.  Finally, the study would develop an Airfield Pavement Reconstruction Plan that addresses the reconstruction of the airfield pavement features subjected to air cargo operations where the cumulative damage factor exceeds the fatigue life of the pavement during the 20-year plan period. This plan should include what reconstruction measures will be used, when, and how the reconstruction activities will affect airfield operations (runway closures). It should also include potential funding options.
Deliverables: The deliverables will come in the form of report and preliminary engineering drawings, which detail the essential components of the design and evaluate each option against the cost and benefit each one would provide.   The report will outline the key steps, major hurdles and other issues required to complete any selected scenarios, including a timetable for completion.      

2.  Community Adjustment Strategy
Lackland AFB Growth at Port San Antonio
(Total Cost--$66,000; Contract Cost--$60,000; PSA Non-Federal Match--$6,000)

Scope of Work:  Missions programmed for Lackland AFB continue to relocate and grow at PSA.  This study would examine the market demand for consumer and business services at Port San Antonio and the impact on this demand by additional Lackland AFB personnel located at Port San Antonio due to mission growth, primarily from BRAC 2005 actions.

Deliverables:  The final product will be a market demand analysis to identify existing retail and business services within a 3 mile and 5 mile radius of PSA.  It will also identify the Air Force operational units/agencies recently located or to be relocated at PSA.  This assessment of new Air Force operations will include; 1) the name and description of the units/agencies, 2) projected civilian, Air Force and government employment which will include skill levels, number of employees and payroll, 3) timeline for initial location and anticipated future growth, 4) hours of operation and 5) support retail and business services needed.  Retail demand will include food services, lodging and day care.   Business services that would support both Lackland AFB’s missions as well as PSA’s customers could include meeting/conference venues as well as lodging for government and education entities.

Lackland AFB “Go West” Plan Study
(Total Cost--$44,000; Contract Cost--$40,000; PSA Non-Federal Match--$4,000)
Scope of Work:  The vision of Lackland AFB is to relocate all of its missions onto Lackland AFB proper; an initiative called the “Go West” Plan.  This study will include the impact on the Port Authority’s Business Plan that would result from the relocation of Air Force operations at Port San Antonio to Lackland AFB (Go West Plan) and how PSA’s Business Plan needs to be adjusted to accommodate the current status of the Go West Plan to meet the Port’s economic and community goals.   The Air Force continues to occupy over 2,000,000 sf of space at PSA, and they are increasing their presence over the next 12 months as they move BRAC and other Air Force missions into Building 171.  The Air Force and the Port, however, continue to negotiate and explore opportunities to continue the planned relocation of Air Force missions out of Port facilities to Lackland AFB (i.e., the Go West Plan from 1995 BRAC) so that developable properties are made available to the Port to continue their efforts in utilizing BRAC property for community and economic development.   This study will help the City and the Port identify new options and alternatives for implementing the Go West Plan, evaluate the costs and benefits to the community, and develop new strategies for furthering execution and accomplishment of this long standing common goal for the community and the Air Force.  

Deliverables:  The final product will identify all Air Force operations currently located at Port San Antonio, and those planned to be relocated, along with the most current timetable for relocating these operations to Lackland AFB and the required capital investment and funding sources to accomplish this relocation.  It will identify those operations that most critically impact the Port’s Business Plan and what options and alternative strategies are available to accelerate the relocation of these operations.
Port San Antonio Air Cargo Operations Study

(Total--$33,000; Contract Cost--$30,000; PSA Non-Federal Match--$3,000)

Scope of Work:  Part of PSA’s strategic business plan is to develop a domestic and international air cargo facility.  The purpose of this study is to assess the impact of increased flight activity by Lackland AFB on the joint use Kelly Field by private sector air cargo operations generated by Port San Antonio.    
Deliverables:  The final product will identify anticipated changes in Air Force aircraft activity at Kelly Field and the impact of their number of operations and weight loads on the maintenance and repair requirements of the runway.   It will also identify any restrictions that could be imposed on the number of flights and their time of operations by increased aircraft operations activity by the Air Force.
Neighborhood Planning

(Total Cost--$55,000; Contract Costs--$50,000; CoSA Non-Federal Match--$5,000)

Scope of Work:  With the continued growth of military missions at Lackland AFB and in leased facilities at Port San Antonio, the City needs to assess and evaluate the impact from this growth on the neighborhoods adjacent to Lackland AFB and Port San Antonio.   

Deliverables:  The City would hold community meetings and conduct surveys to determine any significant impact to the neighborhoods from growth and expansion at Lackland AFB and at Port San Antonio from military tenants.  The City will then use this information to create and/or update existing community neighborhood plans to leverage or mitigate the findings of any significant impact.    

Budget Justification

The grant period for the Lackland Air Force Base Growth Management Plan would be from July 1, 2009 to September 30, 2010, and would be an amendment to the current OMA Growth Management Planning Grant.  The City of San Antonio is requesting OEA support for the Lackland Growth Management Plan in the form of contract services.  The total proposed project budget is $753,000.  The federal funds requested for the studies are $685,500.  The 10% match of $68,050 would be a non-federal cash match paid by Port San Antonio ($34,500) and non-federal in-kind match by the City of San Antonio ($33,550). No new staff support is needed to carryout the Lackland GMP and oversight of this project and contract services would be undertaken by OMA and other relevant City staff.  
Attached is a budget for the above scope of work for contract services.  OMA will apply for and, upon OEA approval, receive the grant.  The traffic study and City planning efforts would be competed and managed by CoSA Public Works and OMA staff.   The City would propose to authorize a contract with PSA for specific elements of the scope pertaining directly to PSA’s charter from the City with oversight by OMA.
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