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The information found in this portal is intended for public use. It reflects work produced and provided by 

the SA Digital Connects team and community members starting in January 2021 to the present.

Some information will reflect the moment in time when the work was done. Data, funding, maps and 

assumptions may fluctuate in the everchanging digital ecosystem.

SA Digital Connects www.sadigitalconnects.com connect@sadigitalconnects.com

Disclaimer: 

http://www.sadigitalconnects.com/
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Executive Narrative 

SA Digital Connects Scope of Work

Coming together to close the Digital Divide in San 

Antonio and Greater Bexar County

SA Digital Connects is a public/private/community 

investment in a San Antonio and Greater Bexar County 

Community Digital Equity Plan and Roadmap that will lead 

to future action steps; including timelines, milestones, key 

stakeholder roles, and required investment for execution.

Our community will be “shovel ready” to make effective use 

of Texas and Federal funding for key digital access and 

equity initiatives impacting households, students, older 

adults, veterans, people living with disabilities, 

workforce, telemedicine, and the justice system.

SA Digital Connects www.SADigitalConnects.com

http://www.sadigitalconnects.com/
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San Antonio & Bexar County Community Digital Equity Plan

Alignment across key stakeholders on the 
objectives (e.g., focus areas, adoption 
levels, sustainable solutions)

Community-level map of the gaps for 
broadband and devices across the county

Fact base on barriers to access including
availability, affordability, and adoption

Recommendations to close the gap
impacting households, students, older 
adults, veterans, workforce, telemed and 
the justice system

Roadmap and activation plan with 
timelines, milestones, stakeholder roles, 
and required investment for key initiatives 

Method to track and monitor progress and 
outcomes

Buy-in from local partners to ensure all 
committed to the strategy and execution 

Deliverables

Conduct interviews and 

collect data to map 

infrastructure & understand 

address-level options 

Analyze barriers to access: 

• Run surveys / focus 

groups to identify key 

barriers to adoption

• Partner with districts to 

analyze engagement and 

adoption rates

Synthesize primary issues 

and identify highest priority 

areas to focus on

Facilitate 1-2 workshops to 

assess technical & financial 

requirements and pressure-

test solutions

Recommend solutions and 

path forward for key topics:

• Strategy and initiatives 

• Ongoing data tracking

• Partnerships and 

procurement

• Funding and polices

• Leadership, stakeholder 

engagement, and 

activation plan

Create a strategy to 

address the needs

Understand the fact 

base & needs

Step

1
Step

2

Facilitate stakeholder 

interviews to align on shared 

goals and priority focus areas 

Research to understand 

status of the needed data:

• Supply side: infra., 

speeds, costs

• Demand side: household 

tech access, key barriers 

Engage local partners (incl. 

providers) to ensure buy-in

Planning & alignment

Step

0 (4 weeks) (6 weeks) (4 weeks)

Evaluate and develop solutions impacting households, students, older adults, 

veterans, people living with disabilities, workforce, telemedicine and the justice 

system.
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Digital equity and access is foundational to reducing systemic inequities and 
driving the next generation of societal and economic development

• Increases access to education / 

job opportunities and unlocks 

greater societal inclusion

• Increases economic potential as 

students with access make $2M+ 

more over their lifetime1

• Establishes new ways of learning 

in education through digital 

curriculum and skills building

• Increases telehealth access, 

expands digital government, and 

supports a hybrid justice system2

• Creates a $2.40 societal ROI (e.g., 

from increased earnings, taxes) for 

every $1 invested in digital access3

• The presence of ultra-fast 

broadband leads to 3% average 

increase in new businesses 

formation5

Expands opportunities and 

reduces inequities for individuals

Unlocks benefits across the 

community and society

Generates a positive return on 

investment for the economy

1. VentureBeat. 2. San Antonio Business Journal. 3. Ecotone Analytics. 4. Deloitte. 5. EconStor

Returns to individuals Returns to community & society Returns to the economy

Investment in digital generates positive societal ROI within 1-2 years and annual GDP benefits

https://venturebeat.com/2018/02/10/how-the-digital-divide-is-holding-the-u-s-economy-back/
https://www.bizjournals.com/sanantonio/news/2021/06/07/san-antonio-lawyers-like-virtual-courtrooms.html?utm_source=st&utm_medium=en&utm_campaign=me&utm_content=an&ana=e_an_me&j=24086376&senddate=2021-06-08
https://ecotone-partners.com/index.php/2021/01/25/illustrating-the-current-and-projected-impact-of-the-techpaks-initiative/
https://www2.deloitte.com/global/en/pages/technology-media-and-telecommunications/articles/the-economic-impact-of-disruptions-to-internet-connectivity-report-for-facebook.html
https://www.econstor.eu/handle/10419/168484
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San Antonio/Bexar County 
is already recognized as a 
leader in digital inclusion 
with a track-record of 
success

Awarded for digital inclusion efforts 

• Recognized by NDIA’s 2020 digital trailblazer and the 

2021 SMART 50 awards 

• Received $110K in prize winnings from Smart 

Community Networks Challenge for innovative solar 

mesh Wi-Fi network for public housing residents

• Served as a model city based on our ability to engage 

the community, experiment at a local level, and stand-

up cross-sector coalitions to tackle the digital divide
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In the wake of COVID-19, we are in a unique moment to have an outsized 
impact toward closing the digital divide

…and potential to tap into other local funds 
(including bonds) and philanthropic sources 

We estimate $500M+1 in federal funding could 

be allocated to San Antonio/ Greater Bexar 

County broadband

$50-100M
• Increased inequities between those with and 

without digital access 

• Accelerated the rate of jobs that require  

digital skills

• Increased demand for digital across sectors 

including education, workforce development, 

healthcare, and the justice system

• Established a need for digital that is only 

expected to grow post-pandemic

1. Broadband allocations based on past SA / Bexar County funding via the CARES Act, Texas ESSER, and historical broadband spending trends
Source: American Rescue Plan (2021); National Law Review; National Association of Counties; BCG analysis  

through federal broadband 

programs (e.g., EBB, ECF)

through state & local gov. 

fiscal recovery funds

sector-specific funds across 

Education, Health, Housing

Illustrative

$100-200M

$100-250M

COVID-19 heightened the urgency to act as 

digital access matters more than ever

If we do not act now, we could face significant delays due to resource constraints for technical 

capabilities (e.g., fiber splicers, network engineers) and raw materials (e.g., fiber)

https://www.congress.gov/bill/117th-congress/house-bill/1319
https://www.natlawreview.com/article/broadband-support-opportunities-state-and-local-governments-under-american-rescue
https://www.naco.org/resources/featured/state-and-local-coronavirus-fiscal-recovery-funds


8

Our aspiration is for San Antonio/Bexar County to address the digital divide, 
becoming a nationwide leader in business/workforce development and 
economic growth

Components of access Every household has …

Availability
Reliable access to internet at speeds of 100/100 Mbps with a 

committed information rate (CIR) guaranteeing service levels1

Affordability
Internet options with adequate service quality at annual cost no more 

than 1% of household income 

Device Access 
Connected devices that meet technical requirements for foundational 

applications (e.g., education, health, workforce training) 

Adoption Support
The ability to comfortably access the internet and the motivation to do 

so (e.g., digital literacy, language resources, trust)

We will act with an equity-first mindset, focusing initially on the areas and population 
segments with the greatest need. We aim to achieve our goal within 4 years (by Dec.'24)

1. Committed Information Rate (CIR) to guarantee service of 80/80/60, meaning a guaranteed service of at least 80% of target speed (80 / 80 mbps) is achieved at least 80% of the time and 
with a minimum of 60% of target speed (60 / 60 mbps) achieved at all times 
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More than 20% of San Antonio/Greater Bexar County households are unserved 
by digital access today, largely due to affordability and adoption barriers

130K+

Households (20%+ of all 

hhds.) without broadband 

access

65K+

Households (10%+ of all 

hhds.) without connected 

devices

Size of the divide Barriers to adoption

50K
Households (40% of disconnected hhds.) lack access to reliable 

coverage
Availability 

90K 
Households (70% of disconnected hhds.) report not having access 

because they cannot afford their monthly bill
Affordability 

Up to 130K 
Households (up to 100% of disconnected hhds.) face adoption 

barriers including lack of comfort with digital tools, language 

barriers, etc. Adoption
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The divide disproportionately impacts those who are already disadvantaged 
and those in the South and East of the region

78 87 91

Advanced DegreeK-12 College

+13%

66 76 84 87 90

<$25k $100k+$75-100k$50-75k$25-50k

+24%

67 83

Limited English 

Proficiency

English Proficient

+16%

47% 36% 7%

5%

21% 15%20%13%

SA/Bexar pop.

95%

31%

Source: US ACS Census (2020); SASpeakUp (2019)

% of hhds. with 

broadband access

SA/Bexar pop.

% of hhds. with 

broadband access

SA/Bexar pop.

% of hhds. with 

broadband access

San Antonio (city limits)

= San Antonio
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1. Calculated based on number of households (210K) lacking access to 1 Gbps (a proxy for reliable access to 100/100 Mbps and able to meet committed information rates) beyond those 
facing availability barriers today (50K) 2. Calculated based on number of households beyond those facing affordability barriers today (90K) who have a household annual income below $72K, 
the upper bound of households for which annual internet costs represent 1% or more of household income at average internet plan prices of $60/month or $720/year
Source: US ACS Census (2020); BusinessWire

An additional 160K+ households stand to benefit if we meet our aspirations 

Households may also lack the digital skills needed to keep pace with the current & future applications

160K+

Households (25%+ of all hhds.) have access 

today but at less than the speed aspiration 

of 100 / 100 mbps1

140K+

Households (22%+ of all hhds.) prioritize 

broadband although it accounts for more 

than 1% of their household income2
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A broad coalition of public, private, and community partners have invested to 
develop a comprehensive plan and roadmap 

• Engaged more than 140 community entities, 

school districts and institutions of higher 

education through interviews, an inventory 

survey, and focus groups across stakeholders

• Identified learnings from local efforts underway 

in San Antonio/Greater Bexar County today

• Researched comparable city/municipality 

benchmarks and best practices 

• Solicited input from weekly touchpoints with our 

advisory group of community digital leaders

Several sources used to inform recommendations

SA Digital Connects is a public-private-community investment 

in a Digital Equity Plan and Roadmap

The plan recommends future actions with timelines, 

milestones, key stakeholders, required investment

San Antonio/Greater Bexar County will be “shovel ready” to 

implement digital equity initiatives across households, 

students, older adults, veterans, people living with 

disabilities, workforce, telemedicine, and the justice system

Coalition and Digital Equity Plan Overview
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Our effort builds upon momentum currently underway from the work of 80+ 
organizations supporting digital inclusion 

# of orgs offering digital inclusion services

Source: Survey of businesses and organizations in San Antonio (n=99)

Why does your organization invest in digital inclusion?

It improves quality of life for San Antonio area residents 

and contributes positively to the business climate 

–San Antonio Chamber of Commerce

Consistent digital connectivity is critical to help youth and 

their families access services, education, employment.

–Girls Inc. of San Antonio

Our students & prospective students need technology to put 

them on an even playing field… There is no "productivity" 

without "connectivity" -Alamo Colleges District

Some organizations can offer 
more than one service

offer free internet access

provide new/refurbished devices

support basic skills training

offer technical support

engage in digital advocacy/policy

32

30

30

29

25
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Identified key initiatives to address the digital divide 

Initiatives Details

Expand infrastructure 

access

Encourage deployment of residential fiber at reliable 100/ 100 mbps target speeds 

where feasible and of other tech (e.g., fixed wireless, mesh) to fill gaps 

Enable access in 

affordable housing

Retrofit or install adequate connectivity in housing complexes (e.g., SAHA), coupled 

with devices/literacy offerings

Support school-sponsored 

access programs

Expand school-centric connectivity/device programs and integrate tech education and 

digital curriculum into the backbone of learning

Expand low-income 

internet offerings

Connect residents to available low-income solutions, expand public internet access, 

and create new mechanisms to make service affordable

Distribute devices
Create systems to supply low-cost devices through employer programs, refurbished 

donations, and sponsored provider plans

Stand-up adoption 

support programs

Conduct multi-channel campaigns to enroll residents in digital programs and invest in 

digital literacy/tech support

Collect data & 

track KPIs

Establish mechanisms for ongoing assessment of household need and available assets 

to track progress and inform future solutions

Implement an effective 

op model

Determine the operating model, resourcing, and communication mechanisms that will 

mobilize coordinated and effective action across public and private entities

1

2

3

4

5

6

7

8

Initiatives will be implemented with an equity-first approach, prioritizing connectivity 

of highest need groups like minority, low-income, and student populations first
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An estimated investment of $600M over the next 3 years and $90M annually 
thereafter is needed to close the digital divide

$525M $600M

$35M

TotalConnectivity Devices

$40M

Digital Literacy

3-year 

Upfront

$80M $90MSteady-state

Annual

$6M

Connectivity Digital Literacy

$4M

Devices Total

One-time (through Dec ‘24) and ongoing funding required to fully close the San Antonio/Greater Bexar 
County Digital Divide

• One-time fiber/other tech 

deployment and 

maintenance (50K)

• Affordable housing infra./ 

maintenance/service (10K)

• Education service costs(30K)

• Low-income activation 

campaigns/vouchers (90K)

• New computers, laptops, 

and tablets and ongoing 

repair/maintenance (65K)

• One-time adoption and 

ongoing digital literacy 

support (130K)

Expenses 

Included

(No of hhds.)
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Key milestones for the San Antonio/Greater Bexar County digital strategy to 
implement and achieve over the next 5 years

Year 1 Year 2 Year 3 Year 4 Year 5Month 6

Where we 

are today

• Activate all initiatives to begin closing the 

digital divide, prioritizing highest need 

populations first 

• Solidify partnerships and forums for 

engagement across stakeholders, with ongoing 

mechanisms to activate the community

• Obtain endorsement and funding required for the plan and 

establish a clear scorecard to track progress and define success

• Stand up the resourcing and operating model, defining how the 

public/private entities collaborate with each other 

• Maintain universal access and continue 

to improve service quality

• Achieve digital skills leveling across 

populations and ensure the proper 

support structures to keep all 

households connected

• Achieve universal digital access in which 

the needed internet service quality and 

digital skills support is available and 

affordable for all households

Month 18

• Invest in the creation 

a digital equity plan 

that reflects the 

needs of the 

community and input 

of key stakeholders
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We have identified key performance measures to track progress against our 
strategy and will capture key metrics on a public dashboard 

• Access: Households using home internet and 

devices at the service quality standards 

• Availability: Households with infra. access at 

100/ 100 and avg. speeds at committed rates

• Affordability: Households who have access to 

internet options that cost <1% of their income 

• Adoption: Households comfortable/motivated 

to adopt (e.g., no discomfort w/tech reported)

• Equity: Relative access across geography and 

population segments (education, income, etc.) 

• Peer Performance: Ranking vs. other cities 

(e.g., National Equity Atlas) 

Key performance measures Example metrics dashboard

`

MetricsBexar County Digital Divide Status

Broadband: 78.4%

Devices: 92.1%

Barrier

Availability

Affordability

Devices

Adoption

30%

10%

17%

10%

13% 18%

7%

15%

13%
16%16%26%

26%

26%

25%

22%

Broadband Access by 
Geography

0-6% 6-12% 12–18% 18–24% 24–30%

Lack of broadband access 
(%)

Year

'21'20'19'18

Region

Countywide

Population

All populations

Households with fiber

47.1
%310 miles of new fiber deployed

Households with no ISPs

8.1
%35K households

Households with 100/100

76.1
%329K households

Households with 100/20

94.3
407K households

Dashboard to include the ability to toggle across 
barriers, year, region, and population

1

2

3

4

5

Additional analyses are needed to assess the societal 
benefit attributed to digital access (e.g., GDP impact, 
business formation)

6
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Preliminary mapping offers insight into household need and points to next 
steps for future iterations 

What this is What this is not 

District, Precinct, and Census 

block-level estimates of the # 

and % of households:

A triangulation of current household 

need based on public data sources

Assessment of verified need based on 

actual usage, household-level coverage 

Without adequate digital 

access 

Self-reported usage to reliable internet 

and devices (from SASpeakUp, ACS)

Verified adoption based on usage (e.g., 

from Microsoft, Google)

Facing availability barriers 

Self-reported slow / unavailable service 

(from SASpeakUp) and recorded zip-level 

avg. speeds (from BroadbandNow)

Validated assessment of realized speeds 

(e.g., from speed tests) and household-

level fiber / asset maps 

Facing affordability barriers 
Household self-reported inability to afford 

a monthly bill (from SASpeakUp)

Comparison of household income to cost of 

available services and price benchmarks 

1

2

3
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Cross-Sector Coalition
Collaborate on the plan to drive work forward

Supporting Stakeholders
Leverage existing capabilities to support digital initiatives

Our public-private-community partnership will champion the San Antonio/ 
Greater Bexar County digital equity plan and drive this work forward

The plan is a jointly owned strategy; together, we 
will collaboratively implement initiatives and 
optimize funds for the best possible outcome

City & County leadership will make use of funding 
to organize and act on initiatives, partnering with 
key stakeholders on ownership and execution

The philanthropic & private sector leaders of SA 

Digital Connects will galvanize support and 
funding for the plan and coordinate engagement 
across the community, partnering to ensure the 
public sector maintains action & funding on digital 
access. We do so with greater: SATX/SA Talent
as our fiscal agent. 

Key activities to drive digital equityPublic-private-community structure

City & County
Leadership

Philanthropic & 
Private Leaders

Education Instit.
& Libraries

Private Sector & 
Corp Foundations

Local, State & Fed 
Policymakers

Internet Service
Providers

Community 
Organizations

Philanthropies 
& NGOs

Residents and households 
of San Antonio/Greater Bexar County
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Near-term implementation activities to make the plan a reality

Owner Group Key Activities

Coalition
(Private Sector/ 

Philanthropic 

Leaders)

Obtain endorsement for the digital inclusion plan from key stakeholders

Coordinate advocacy to secure required funding from federal, state, local, and philanthropic sources and 

drive the economic & societal narrative across sectors 

Create mechanisms for ongoing community engagement, coordination, and activation (e.g., resource 

portal, town halls, activation campaigns)

Public
(Reps from the 

City/County)

Finalize strategy for public investment, including engaging with stakeholders (ISP, community orgs) on plans

Codify detailed fiber and asset maps to inform infrastructure deployment strategy 

Pursue the durable structure of a utility to carry broadband accessibility forward

Shared
(Coalition + 

Public)

Define the operating model between public and private entities and develop a resourcing plan

Align on the goals and targets of the plan, including defining key performance metrics and establishing 

mechanisms and 'report cards' to track progress on an ongoing basis 

Line up execution teams and build-out detailed work plans with defined owners, timelines, milestones, 

and associated costs

ISP engagement and begin conversations to build the collaboration and partnership model

7

6

5

4

3

2

1

8

9

10
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Achieving our goal 

requires cross-

stakeholder support, 

engagement, and 

implementation

City, county, state, and federal policymakers to prioritize and unlock 

sustainable funding for digital equity and enabling regulation/policy 

Private sector to champion the need for digital investment and help 

implement digital initiatives (e.g., STEM programming, infra. nodes)

Service providers to ensure solutions can be provided affordably and 

reliably

Community organizations to elevate the needs of the community and 

serve as key points of contact to drive adoption and support digital skills

Edu entities (K-12, higher ed, libraries, workforce dev) to expand 

digital/tech curriculum and serve as focal points for data collection and 

execution 

Philanthropies to catalyze investment and support ongoing research, 

data collection, and execution towards closing the digital divide 

All stakeholders must come together and leverage their 
unique expertise to sustainably close the divide 
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SA DIGITAL CONNECTS WWW.SADIGITALCONNECTS.COM CONNECT@SADIGITALCONNECTS.COM

http://www.sadigitalconnects.com/

