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1.1 Project Set-up and Organization  

Tool: Project Team Organization Meeting 

 

Purpose: To assure that there is a shared understanding of the 
project goals and process 

 

Process:  

• The project management team meets to begin the project  

 

• Project Team: 

– Sponsor/Client and Staff 

– Consultants 

– Primary Project Partners 

• Elected official, partnering agency, key organizations 



Guiding Principles 

• Guiding principles keep the project team and charrette 

participants on task, are used to resolve conflicts of 

opinion and help avoid costly rework and unnecessary 

effort that stems from following tangents to the core 

purpose of the project 

 



Guiding Principles 

Example Guiding Principles: 

 

The following guiding principles will guide the Friends Center campus 

renovation project: 

• The project will demonstrate leadership in environmental design, 

evidenced by LEED certification. 

• Spaces will be healthy with natural light & clean, fresh air. 

• The campus will blend work and worship, fostering interaction 

between groups. 

• The campus will facilitate the work of its tenants. 

• The campus will be a resource for underserved communities. 

• Hospitality and safety will be in balance. 

• Life-cycle costs will help guide equipment choices. 

 



1.1 Project Assessment and Organization  

Tool: Objectives and Measures Draft 

 

Purpose: The Objectives and Measures document is a 

decision-making tool used during the charrette. It 

represents a shared agreement on a prioritized set of 

clear, specific, measurable, and achievable objectives 

among primary stakeholders. 

 

Process: The document is created in meetings with key 

project partners and stakeholders. 

 



Objectives & Measures Draft 

Objective Measure 

Improve pedestrian, bicycle and 

vehicular safety, especially in relation 

to pedestrian/vehicle interactions 

Traffic speeds  

Pedestrian crossing distances 

Treat storm water on site Acerage of natural filtering area 

Provide for affordable housing Housing prices as percent of median 

income 

Economic feasibility Project proforma, ROI (return on 

investment) 

Provide easy, safe access to the 

regional trail system 

Number of connections to trail 

Distance to trail from housing and 

commercial 



Stakeholders’ unique contributions 

Elected officials 

Neighbors 
Urban designers 

Environmentalists 

Business owners 

Developer 

Fire Chief 

Transportation  

engineers 



Stakeholder Levels of Involvement 

 Stakeholder Level Example Positions Suggested Involvement 

Primary Elected and appointed officials 

(city council, planning 

commissioners, steering 

committee members), agency 

staff (departments of 

transportation, EPA, transit 

authorities), site property 

owners 

Interviews before the charrette, 

meetings during the charrette, should 

attend all public events, may drop into 

the studio anytime 

 

Secondary Non-governmental 

organizations (historic and art 

groups, churches, synagogues), 

individuals with businesses or 

residences directly affected 

Interviews before the charrette, possible 

meetings during the charrette, should 

attend all public events, may 

General Community members Should attend all public events, may 

drop into the studio anytime 

Source: The Charrette Handbook p.38 



Stakeholder Analysis 

• The Stakeholder Analysis lists the relevant viewpoints to 
be represented, the people, their affiliation, what a “win” 
is for each, and the level of engagement required for 
holistic, diverse feedback. This is the basis of the public 
involvement process. 

 

Who are stakeholders? 

• Decision makers 

• People who may supply valuable information 

• People who will be affected by the outcome 

• People who have power to promote the project 

• People who have power to block the project 
 

 

 



Sample Stakeholder Analysis 
Viewpoint  Person / 

Affiliation 

Issues  Win  Level Outreach 

Strategy 

Charrette 

Participation  

Elected Official Lucinda Wallis, 

Capital County 

25 years of 

controversy, with 

nothing to show.  

Wallis is the project 

“champion.” 

A plan and codes agreed 

upon by the developer, 

and the neighborhood. A 

bulletproof public 

process.  A national 

exemplar project.  

Primary Email, phone Daily Team 

Meetings 

Elected Official Percival 

Moccasin, Capital 

County 

Concerned about 

project costs.  

Interested in a non-

controversial 

outcome. 

A project that can be 

approved and supported 

by neighbors. 

Primary Email, phone Public Meetings 

Neighborhood 

Activists 

Carrie Snodgras, 

Kris Tal, Terry 

Jensen, Medford 

District 

Improvement 

Association 

Deep distrust of 

County Supervisors 

and staff.  Traffic, 

visual impacts, 

property values, 

safety.   

Minimal traffic impacts, 

maximum housing, low 

buildings across from 

neighborhood, pedestrian 

access, local retail only, 

no increase in transit 

parking. The County must 

keep its promise and 

build the regional trail. 

Secondary Emails, 

letters 

Separate Meeting 

Neighboring 

Commercial 

Owners 

Katrina 

Moskawitz, 

Hollywood 

Boosters 

Workers have limited 

local services. 

Compatible uses with 

existing business, 

amenities for office 

workers, traffic 

management. 

Secondary Emails, 

letters 

Separate Meeting 

Developer Tom Bates, Dick 

Bernard, Big Sky 

Development 

Last development 

proposal failed.   

Economic and market 

feasible plan. 

Primary Email, phone Daily Team 

Meetings 

and Reviews 



Charrette System Road Map 

Tool: Charrette System Road Map 

 

Purpose: Identify the timing of the major events that occur 

during the three Charrette System phases of the project.  

 

Process: Completed either in the team organizational 

meeting or by the charrette manager in consultation with 

team members 



Charrette System Road Map 



Charrette Scheduling 

The Five Phases of the Charrette 



Charrette Stakeholder Meetings 



7-Day Charrette Schedule: 

For complex projects  

4 - 6 weeks 

max. 

Charrette begins with input session, then design 

begins 

Review 

& Revise 

Final 

Review 



5-Day Charrette Schedule:  

For moderate complexity 

Kick-off 

public 

meeting 

(optional) 

Create 

alternative 

designs 

Charrette begins with alternative designs 

4 - 6 

weeks 

max. 

4 - 6 

weeks 

max. 

Review & 

Revise 

Final 

Review 



NCI Collaborative Design System 



• Mid-size city with over 500,000 people 

• Included Juarez, Mexico and New Mexico 

• Comprehensive Plan project, adopted 2012  

• 3 Fourteen day charrettes (not counting travel) 

• 11 Hands-on Design Sessions 

• Dover, Kohl & Partners, lead consultant 

 

 

El Paso, Texas 



El Paso, Texas 

Mexico 

Texas 

New Mexico 

Fort Bliss 



2010 

April May June 

February  Summer Fall 

2011 

August November 

January 

February  

2012 

January 

Winter 

Summer Fall Winter 



Charrette Roles and Process 

Charrette Team 

• The multidisciplinary charrette 

team works uninterrupted to 

produce the plan at the charrette 

studio 



Drop by the studio 

(Unscheduled) 

Urban Design Associates 

Stakeholder meeting 

(Scheduled) 

Dover Kohl 

Public meetings 

(Scheduled) 

LCA Town Planners 

Charrette Roles and Process 

The Stakeholder’s Role 

• Stakeholders provide vision, input and review at key moments 

during scheduled and impromptu, meetings 

• They are not there all the time!  



Charrette Work Cycles 

alternative 

concepts 

public meeting 

review 

open house 

review 

public meeting 

confirmation 

public meeting  

vision 

plan 

development 
preferred 

plan 



El Paso Charrette Schedule (days 1-7)  

Open Design Studio 



El Paso Charrette Schedule (days 8-14)  

Open Design Studio 



day 1: charrette touring 

Photographing, measuring, walking, driving, biking, riding…  



day 2: kick-off  presentation 



day 4: hands-on session 1 

Central, Northwest, Northeast, Moye Elementary, Fort Bliss 



day 4: hands-on session 1 



1. Land Use and Community Planning 

2. Urban Design and Community Character 

3. Historic Preservation 

4. Economic Development 

5. Housing 

6. Transportation 

7. Health 

8. Sustainability 

9. Infrastructure 

10.Public Facilities and Services 

11.International Coordination 

Comprehensive Plan Elements 



 

Place a green dot below the photos of 

places that you like and write down why 

 

Place a red dot below the photos of places 

that you dislike and write down why 

Visual Preference Survey 



Quality and character of public spaces, neighborhoods, streetscapes  

Exercise 1: Community Image Survey 



Like Dislike Like Dislike 

Centers 

200 100 0 200 100 200 100 0 200 100 



Like Dislike Like Dislike 

Mid-size Houses 

200 100 0 200 100 200 100 0 200 100 



1. Land Use and Community Planning 
 

Where should East El Paso’s 

new residents settle? 
  

125,000 new residents by 2030 

60 acres/dot x 12 units/acre = 720 units/dot  

720 units/dot x 2.7 people/unit = 2,000 people/dot (avg) 

2,000 people/dot x 62.5 dots = 125,000 people 

6 dots/person x 10 people/table = 60 dots 

 

 

Comprehensive Plan Elements 



2. Urban Design and Community 

Character 
 

Addressed in the Visual 

Preference Survey 

Comprehensive Plan Elements 



3. Historic Preservation 
 

What areas have  

historic significance  

and special character? 

Comprehensive Plan Elements 



4. Economic Development 
 

Where should public 

investment  

be prioritized?   

Comprehensive Plan Elements 



5. Housing 
 

Where would you 

prefer to live, if you 

could live anywhere in 

East El Paso? 

Comprehensive Plan Elements 



6. Transportation 
 

What is your preferred 

transit route? (bus, 

trolley or train) 

Comprehensive Plan Elements 



7. Health 
 

Identify healthy 

neighborhoods on the 

map.  What makes them 

healthy? 

Comprehensive Plan Elements 



8. Sustainability 
 

Identify locations for 

open space 

preservation as well as 

walking and biking trails. 

Comprehensive Plan Elements 



9. Infrastructure 
 

Identify locations in 

need of infrastructure 

upgrades. (flooding, 

power outages) 

Comprehensive Plan Elements 



10. Public Facilites and Services 
 

Where should new 

schools, libraries, parks, 

fire stations and police 

stations be located? 

Comprehensive Plan Elements 



11. International Coordination 
 

Identify ways to 

coordinate with Juarez, 

in particular in areas 

along the border. 

Comprehensive Plan Elements 







days 7 & 8: children’s hands-on sessions 

Ysleta Elementary 



Eastwood Elementary 

days 7 & 8: children’s hands-on sessions 



day 8: hands-on design session 2 



day 10: Fort Bliss hands-on session 



one-word cards and surveys 

120+ cards & 

surveys 



days 6 – 13: open design studio 



Over 40 square miles of Illustrative Plans  



. 

Northgate 

a closer view of the mall, soon to be demolished   

Ir
v
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Joe 

Herrera Dr 

Walgreens 

Northgate 

Mall 

Wren Ave 



. 

‘Downtown’ Northgate 

mall property reformatted   

Wren Ave 
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v
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S

 

Joe 

Herrera Dr 

Walgreens 

rowhouse

s 

apartment

s 

Mixed use 

buildings 

Club 

house, 

Gym & 

pool  

Day-care 

New BRT 

Station 



northgate transfer center & TOD 

Mixed use 

buildings 

Walgreens 

Central Park 

Transit Center 

Apartments 

Parking 

Garage 

Community 

Center 



days 3 – 12: technical meetings 



northgate transfer center & TOD 



45+ stakeholder meetings 

Paso Del Norte Health  

TxDOT 

Neighborhood Associations 

Bicycle Clubs 

Econ Dev Corporations 

Save the Valley 

Texas General Land Office 

City Staff 

Fort Bliss 

Chamber of  Commerce 

Open Space Advisory Board 

Ysleta Pueblo Comm Foundation 

Sun Metro 

Local Developers 

Juarez Planners 

Comp Plan Advisory Committee 

Historic Preservation Office 

Safety Officials 



future land use map for the region 



bus rapid transit for entire city 



articles about & inspired by the process 



2,850+  
studio visitors,  

meeting attendees, 

hands-on participants 

project total to date: 



www.planelpaso.org 

online presence 

 

6,000+  visitors 



virtual town hall 

Northeast 

Northwest 

Central 

http://townhall.planelpaso.org 



. 

plan el paso - virtual town hall 

Many great ideas have been submitted and voted on by other El Pasoans 



day 14: work-in-progress presentation 


