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The National Charrette Institute

Who we are:

The National Charrette Institute is a nonprofit educational
institution. We help people build community capacity for
collaboration to create healthy community plans.

What we do:
We teach professionals and community leaders the art and
science of Dynamic Planning, a holistic, collaborative planning
process that harnesses the talents and energies of all effected
parties to create and support a feasible plan.

We advance the fields of community planning and public
involvement through research and publications.
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NCI Charrette Planner™ Certification

Introductory Module (one
of the following):
“Introduction to Dynamic
Planning” half-day workshop
NCI Charrette Start Up Kit on
CD-ROM

Continuing Module:
“Continuing Dynamic
Planning” 2-day workshop

NCI Resources

NCI Charrette Planner™ Certification

On-the-job Training and Coaching

Technical Assistance

Visit www.charretteinstitute.org
for more information
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Principles of Dynamic Planning
excerpts from the

NCI Charrette Planner Certification Course

The Dynamic Planning Process

A three-part process for achieving transformative change in
public and private planning efforts
The overall process in which the charrette is the transformative
event

Presented at CNU XII Copyright 2004 NCI



4

Strengths of Dynamic Planning

Creates a feasible plan with minimal rework
Results in the highest quality design
Mobilizes the collective energy of all interested parties to
support the project

LCA Town Planning and Architecture

Drawn for The Washington Post, 1988, by Roger K. Lewis, FAIA,
Professor, U. Maryland School of Architecture

What is an NCI Charrette?

The Charrette is a multi-day
collaborative planning event
that harnesses the talents
and energies of all effected
parties to create and support
a feasible plan that
represents transformative
community change
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Dynamic Planning and Charrette
Strategies

1. Work collaboratively
2. Design cross-functionally
3. Compress work sessions
4. Communicate in short feedback loops
5. Study the details and the whole
6. Confirm progress through measuring outcomes
7. Produce a feasible plan
8. Use design to achieve a shared vision and create

holistic solutions
9. Include a multi-day Charrette
10.Hold the Charrette on site

A Sample Dynamic Planning Process
with a Charrette

Urban Design Associates LCA Town Planners Dover Kohl

LCA Town PlannersDover Kohl
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Phase One: Charrette Preparation

research, education,research, education,
Charrette preparationCharrette preparation CharretteCharrette

planplan
implementationimplementation

Information andInformation and
Relationship StrategyRelationship Strategy

Product RefinementProduct Refinement

Presentation andPresentation and
Product FinalizationProduct Finalization

Project Set-up andProject Set-up and
OrganizationOrganization

Stakeholder InvolvementStakeholder Involvement

Base InformationBase Information

Feasibility StudiesFeasibility Studies

Charrette LogisticsCharrette Logistics

Organization, Education,Organization, Education,
VisionVision

Alternative ConceptsAlternative Concepts
DevelopmentDevelopment

Preferred Plan SynthesisPreferred Plan Synthesis

Plan DevelopmentPlan Development

Production and PresentationProduction and Presentation

11 22 33

Dynamic Planning Phases
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Charrette Preparation:
Getting Charrette-Ready

Phase 1: Research, Education and Charrette
Preparation

Project Set-up and Organization
Stakeholder Involvement Plan
Base Information
Feasibility Studies
Logistics

Viewpoint Person Affiliation Issues Win Outreach
Strategy

Charrette
Participation

Elected Official Donna Gerber Contra Costa County 25 years of controversy,
with nothing to show.
Gerber is the project
“champion”

A plan and codes agreed
upon by BART, and the
Neighborhood. A bullet-
proof public process.  A
national exemplar project.

Email, phone Daily Team Meetings

Elected Official Mark
DeSaulnier

Contra Costa County Concern about project
costs.  Interested in a
non-controversial
outcome.

A project that can be
approved supported by
neighbors.

Email, phone Public Meetings

Elected Officials Dan Richard,
Joel Keller

BART Directors Balancing BART
operations, goals of
increasing ridership

A built development that
serves as a model for BART,
economically successful for
BART

Email, phone Public Meetings

Neighborhood
Activists

Kathy
Boswell, Kris
Hunt, Terry
Flemming

Walden 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 BART parking
The county must keep its
promise and build the
regional trail.

Emails, letters Separate Meeting

Neighboring
Commercial
Owners

Lynette
Tanner-Busby

Contra Costa Centre
Association

Workers have limited
local services

Compatible uses with
existing business, amenities
for office workers, traffic
management

Emails, letters Separate Meeting

Developer Mark Ferrar
Bill Mohr

Millennium Partners
Catalyst

Last development
proposal failed.

Economic and market
feasible plan.

Email, phone Daily Team Meetings
And reviews

Sample Stakeholder Analysis
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Activity Name Start Date Finish Date
29 5 12 19 26 3 10 17 24 31 7 14 21 28 4 11 18 25 4 11 18 25 1 8 15 22 29

Nov '01 Dec '01 Jan '02 Feb '02 Mar '02 Apr '02

29 5 12 19 26 3 10 17 24 31 7 14 21 28 4 11 18 25 4 11 18 25 1 8 15 22 29

Team Kick-Off Meeting 11/8/01

Public Kick-Off Meeting 1/17/02

Movers and Shakers 
Reception

12/6/01

Economic research & 
analysis

11/16/01 12/19/01

Market research & analysis 12/21/01 2/7/02

Transportation & Traffic
research & analysis

11/19/01 2/7/02

Code research & analysis 11/9/01 12/3/01

Approvals research &
analysis

11/12/01 12/3/01

Regional & local types 
research

1/10/02 2/4/02

Site research & analysis 11/12/01 12/7/01

Building code research 11/12/01 12/11/01

Construction research 12/20/01 1/15/02

Pre-Charrette Report 2/1/02 2/21/02

Charrette 2/25/02 3/4/02

Product Testing 3/8/02 3/29/02

Product Revision 3/29/02 4/9/02

Charrette Follow-up Public 
Meetings

4/12/02

Final Products 4/15/02 4/29/02

Charrette Ready Plan Schedule

Phase Two: The Charrette

Presented at CNU XII Copyright 2004 NCI



9

LCA Town Planners

During the Charrette:
Charrette Roles and Process

Charrette Design Team
The Charrette Design Team works uninterrupted to produce
the plan

LCA Town Planners

Drop by the studio
(Unscheduled)

Public meetings
(Scheduled)

Stakeholder meeting
(Scheduled)

Urban Design AssociatesDover Kohl LCA Town Planners

During the Charrette:
Charrette Roles and Process

The Stakeholder’s Role
The stakeholders provide vision, input and review at key
moments during scheduled, as well as impromptu, meetings
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public vision

phase 1

public input

phase 3

public review

phase 5

public
confirmation

phase 7

Charrette Work Cycles

alternative
plans

phase 2

refined
plans

phase 4

final
plan

phase 6

Charrette Scheduling

The more difficult
project, the
longer the
Charrette

project complexity
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n
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Charrette Scheduling

The more
difficult the
project, the
shorter the
feedback loops

le
n
g
th
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f 
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k 
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p
s

project complexity

Day 1 Day 2

Breakfast

Lunch

Dinner

8:00 AM

9:00

10:00

11:00

12:00

1:00PM

2:00

3:00

4:00

5:00

6:00

7:00

8:00

9:00

10:00

11:00

12:00

Public Meeting

Studio

Set Up

Tours

Key

Stakeholder

Meetings

Stakeholder

Meetings

Meeting

Preparation

Public Meeting

Sample 7 Day Charrette Schedule:
For complex projects

4 - 6
weeks
max.

Charrette begins with input session, then design
begins

Review &
Revise

Final
Review

Day 1 Day 2 Day 3 Day 4 Day 5 Day 6 Day 7

Breakfast Breakfast Breakfast Breakfast Breakfast Breakfast Breakfast

Lunch Lunch Lunch Lunch Lunch Lunch Lunch

Dinner Dinner Dinner DinnerDinner Dinner Dinner

8:00 AM

9:00

10:00

11:00

12:00

1:00PM

2:00

3:00

4:00

5:00

6:00

7:00

8:00

9:00

10:00

11:00

12:00

Public Meeting Public Meeting

Open House

Optional

Open House

Final

Public Meeting

Studio

Set Up

Tours

Key

Stakeholder

Meetings

Team Meeting Team Meeting Team Meeting Team Meeting

Stakeholder

Meetings

Alternative

Concept

Development

Stake-

holder

Mtgs.

Alternative

Concept

Development/

Team Review

Alternative

Concept

Refinement

Stake-

holder

Review

Meeting

Preparation

Concept

Synthesis

Design Refinement

Design

Refinement

Meeting

Preparation

Alt.

Concept

Dev.

Alt.

Concept

Refine

Stake-

holder

Testing

Concept

Synthe-

sis

Design

Development

Stake-

holder

Testing

Design

Dev.

Production

Team Meeting Team Meeting

Production

Production

Production

Production

Meeting

Preparation

Stake-

holder

Testing

Prod.
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Summary Sheet

Escalator Year 1 Stabilized Year Income Proforma (Year 3)

Leased Uses At Net Rents Period Square Feet Efficiency Rent/SF Rent Leasable SF

Restaurant/Ent 3 - 100% 17.00$ Restaurant/Ent NNN - -$

Office 3 61,000 85% 22.00$ Office FS 51,850 1,140,700$

Rental Residential 1 - 87% 12.00$ Rental Residentia FS - -$

Townhouses 1 48,000 NA NA Townhouses -$

Retail/Storefront 3 16,000 95% 17.00$ Retail/Storefront NNN 15,200 258,400$

Other Uses 3 - 100% 17.00$ Other Uses NNN - -$

125,000 Parking Revenue 156 59,931$

Income Escalator 3.0%

Target Return Rate 12% Gross Income 1,459,031$

Stabilized Year Net Income 1,193,161$ Plus CAM Charges 12% of NNN Comm'l 167,892$

Capitalized Value at 9.0% 13,257,000 Less Vacancy/Credit 5% (81,346)$

Total Loan Amount Available at 75% 9,942,750$

Effective Gross Income 1,545,576$

Project Cost Less General Partner 3.5% (54,095)$

Land 150,000 10$ 1,500,000$ Less Office Expenses 5.50$ per SF (270,916)$

Construction Parking Expenses 176$ per Space (27,404)$

Demolition 37,500 6$ 225,000$ Less Residential Exp 34% -$

Sitework Outside of Build - 4$ -$

Plaza - 15$ -$

Landscaping 44,000 7.00$ 308,000$ Net Operating Income 1,193,161$

Streetlighting & Signal - 5,000$ 200,000$ Plus Startup Reserve 69,955

Street Sidewalks 3,000 7$ 21,000$ Less Debt (793,800)$

Restaurant/Ent - 95$ -$

Office 61,000 95$ 5,795,000$ Cash Flow Before Tax 469,316$

Office Tenant Improveme 51,850 25$ 1,296,250$

Rental Residential - 90$ -$ Stabilized Cash on Cash Return 15.5%

Townhouses 48,000 95$ 4,560,000$

Retail/Storefront 16,000 75$ 1,200,000$

Retail Tenant Improveme 15,200 25$ 380,000$

Other Uses - 75$ -$

Features - 50$ -$

On Grade Pkg 36,000 8$ 288,000$

Parking Structures 32,000 38$ 1,216,000$

Below Grade Pkg Structu - 47$ -$

Construction Subtotal 15,489,250$

Soft Costs 27% 4,162,736$

Construction Contingency 7.5% 1,161,694

Total Project Cost With Lan 125,000 179$ 22,313,679$

Less Residential Sales 215 (10,320,000)$

Plus Residential Brokerage Fees 6% 619,200$

Less Energy Systems Equity

Plus Startup Cost 349,775$

Credit Enhancement/TIF -$

Adjusted Total Project Cost 12,962,654$

Less Allowable Debt (9,942,750)$

Cash/Equity Required 3,019,904$

Loan Rate (current CMBS rate) 7.00%

Loan Term in Years 30

Annual Debt Service (793,800)$

LCA Town Planners

Seth Harry

Final Charrette Products

Public presentation by team members
One more opportunity to get input from the public

Phase Three: Plan Implementation
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Day 1 Day 2

Breakfast

Lunch

Dinner

8:00 AM

9:00

10:00

11:00

12:00

1:00PM

2:00

3:00

4:00

5:00

6:00

7:00

8:00

9:00

10:00

11:00

12:00

Public Meeting

Studio

Set Up

Tours

Key

Stakeholder

Meetings

Stakeholder

Meetings

Meeting

Preparation

Public Meeting

3.0 Plan Implementation Tools and
Techniques

4 - 6
weeks
max.

Review &
Revise

Final
Review

Day 1 Day 2 Day 3 Day 4 Day 5 Day 6 Day 7

Breakfast Breakfast Breakfast Breakfast Breakfast Breakfast Breakfast

Lunch Lunch Lunch Lunch Lunch Lunch Lunch

Dinner Dinner Dinner DinnerDinner Dinner Dinner

8:00 AM

9:00

10:00

11:00

12:00

1:00PM

2:00

3:00

4:00

5:00

6:00

7:00

8:00

9:00

10:00

11:00

12:00

Public Meeting Public Meeting

Open House

Optional

Open House

Final

Public Meeting

Studio

Set Up

Tours

Key

Stakeholder

Meetings

Team Meeting Team Meeting Team Meeting Team Meeting

Stakeholder

Meetings

Alternative

Concept

Development

Stake-

holder

Mtgs.

Alternative

Concept

Development/

Team Review

Alternative

Concept

Refinement

Stake-

holder

Review

Meeting

Preparation

Concept

Synthesis

Design Refinement

Design

Refinement

Meeting

Preparation

Alt.

Concept

Dev.

Alt.

Concept

Refine

Stake-

holder

Testing

Concept

Synthe-

sis

Design

Development

Stake-

holder

Testing

Design

Dev.

Production

Team Meeting Team Meeting

Production

Production

Production

Production

Meeting

Preparation

Stake-

holder

Testing

Prod.

Plan Implementation:
Charrette Follow-up

The goal of the Plan Implementation phase is to refine and
finalize Charrette products to guide the project through
adoption and development.

Plan Implementation
– Information and Relationship Strategy
– Product Refinement
– Presentation and Product Finalization
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3.2 Product Refinement

Goal
Ensure that the Charrette Plan is
feasible

Tools
Document Review and Feedback
Document Revision

3.3 Presentation and Product
Finalization

Tool: Final Project Public Meeting

Purpose: Perform one last
feedback loop with the public

Process: Hold two public
meetings on subsequent
evenings and make refinements
between them based on the
first evening’s input
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Dynamic Planning
Tools and Techniques:
Managing the Studio

Dynamic Planning Strategies

10. Hold the Charrette on site

Working on site fosters the design team's understanding of
local values and traditions, and provides the necessary easy
access to stakeholders and information

LCA Town Planning and Architecture
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Studio Logistics and Set-up

Charrette Studio
Location
Size
Activities:
– Public Reception
– Design Team Workshop
– Stakeholder Meetings

Charrette Logistics

Gallery & Reception

Meeting
Room

Men’s
Room

Ladies’
Room

Kitchen
Pin-Up/Review
Space

Map
Table

Copier

Computers

Workstations

Workstations

Supplies

Conference
Table

Entry

Exit

Coffee/Tea
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Running the Public Meetings
excerpts from the

NCI Public Meeting Facilitator
Certification Course

Meeting Set-up

The Facilitator’s “Preventions”
Meeting Purpose
Desired Outcomes
Agenda
Ground Rules
- no one interest dominates
- be concise
- no personal attacks
- stay on topic
- practice listening

Parking Lot
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