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•Financial Institutions
•Real Estate Developers
•Community Development Corporations
•Environmental Justice Groups, 
Community Leaders & Residents
•Environmental Groups
•Nonprofit Groups and Faith-Based 
Institutions
•Community Businesses & Property 
Owners On or Near the Site
•Property Owners Disposing of the Site
•Presumed Responsible Parties
•State Environmental Regulatory 
Agencies
•Local Government
•State & Local Community and 
Economic Development Agencies

Recruit The 
Stakeholders

& Define Their Roles
•Financial Institutions
•Real Estate Developers
•Community Development Corporations
•Environmental Justice Groups, 
Community Leaders & Residents
•Environmental Groups
•Nonprofit Groups and Faith-Based 
Institutions
•Community Businesses & Property 
Owners On or Near the Site
•Property Owners Disposing of the Site
•Presumed Responsible Parties
•State Environmental Regulatory 
Agencies
•Local Government
•State & Local Community and 
Economic Development Agencies

Identify 
Stakeholders



Initiate 
Project

Visioning

Stakeholder 
Meetings

Community:
Idea/Dream
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Test market for
Alternative Uses

Evaluate Site:
•Architectural/
Engineering

•Environment
•Legal
•Acquisition

Rough Cost
Refine cost
estimate

Site challenges & needs

Environmental 
conditions or risks:
Phase I Assessment

Identify role necessary to 
complete development; 
describe alternative roles for 
the organization

Identify 
project team 
for various 
roles

Refine the
Multistakeholder

process

Organizing 
The Effort 

Select
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Identify realistic 
sources of finance

Estimate project 
development cost

Review cost estimate 
& form financial 
program (goals)

Design general 
project management 
system

Stakeholder decision

Set specific 
market goals

•use

Concept
Five Critical Elements: Specific use of a designated site for 
an identified market by a specific development team with a 
defined financial program.

Stakeholder Group Decision:

•concept

Starts architectural 
program & do 
footprint schematic

Stakeholder 
Committees & 
Investigations



Identify realistic 
sources of finance

Estimate project 
development cost

Review cost estimate 
& form financial 
program (goals)

Design general 
project management 
system

Set specific 
market goals

•use

Concept
Five Critical Elements: Specific use of a designated site for 
an identified market by a specific development team with a 
defined financial program.

Stakeholder Group Decision:

•concept

Starts architectural 
program & do 
footprint schematic

Preliminary 
market test

Phase II 
Assessment

Identify 
governmental 
actions

Remedial Alternatives

Refine schematics: 
Elevations

Test all costs assumptions:
•Operating pro forma
•Construction pro forma

Explore Environmental Insurance

Contact potential
financial sources

Detailed market 
analysis

Design 
marketing 
strategy

Stakeholders review 
feasibility report

Identify all team members; 
discuss roles & projects detailsDraft project development management plan

Stakeholders as group chooses

Negotiate tentative 
or conditional 
commitments

Get site 
control

Selecting The Alternative

Site Control

Selecting the Alternatives:
Analysis of all assumptions regarding market, site, operating pro 
forma, development pro forma financial requirements, remediation, 
financing, team and roles.

Suggested modifications or alternatives for concept to be feasiable

Stakeholder group decision: development plan and goals

Select
use

Forming The Concept

Stakeholder decision



Identify 
governmental 
actions

Refine schematics: 
Elevations

Design 
marketing 
strategy

Identify all team members; 
discuss roles & projects details

Negotiate tentative 
or conditional 
commitments

Get site 
control

Remedial Alternatives

Implement 
marketing 
strategy

Pre-lease or pre-
sale to tenants

Secure necessary Government 
regulatory actions

Remedial Action Plan

Working drawing:
•Architectural
•Mechanical

Detailed financials:
•Development pro forma
•Operating pro forma

Manage team 
members’ work

Stakeholders as group are monitoring
consistency with plan or revising plan

Negotiation:

The developer
decides details
of the project
as a result of
negotiations
with the
marketing and
management
agents, architect,
contractors,
lenders, and 
equity brokers or
other gap finance
providers

Negotiation:

The developer
decides details
of the project
as a result of
negotiations
with the
marketing and
management
agents, architect,
contractors,
lenders, and 
equity brokers or
other gap finance
providers

Negotiate financing 
agreement for 
permanent & 
construction loans

Construction 
specifications

Coordinate interaction,
negotiate trade-offs

Manage all team members’ 
work as per agreements

Close 
construction 
financing

Bid construction

Draft operating 
management plan

Acquire site

Making The Deal

Making The Deal:
All elements of project made definite.  Letters of commitment, 
contracts and loan documents binding all participants to the specific 
elements of the deal.

Note: Also difficult for developer to back out.

Selecting The Alternative



Lender’s 
inspection

Construction

Construction oversight or management through 
construction manager or architect

Marketing oversight
Stakeholders as group monitoring 
consistency with plan

Draw
schedule

Bonding

Hire operating
management

Contract
remedial
action plan

Contract 
construction

Construction

Manage all team 
members’ work as 
per agreements

Close 
construction 
financing

Bid construction

Draft operating 
management plan

Acquire site Remedial
action

Market to 
tenants or 
buyers

Contractor
does construction

Construction punch 
lists (progress & 
review)

Sign 
leases or 
sales 
contracts

Local government
code inspection

OPENING

Punch
list

Publicity Event for opening

Management

Construction :
Completely built, leased building, passing all inspections.

Operating The Site

Operating maintenance
& management

Negotiate leases/sales
Re-lease as necessary

Environmental Monitoring 

Environmental Remediation Operation Maintenance 

Institutional Controls 

Engineering Controls

Close permanent
financing

Stakeholders as 
group monitoring 
consistency with 
plan

Owner’s responsibility:
•Manage
•Pay mortgage
•Report to investors

Operations
Effectively retained/sold project, meeting financial and 
other project goals.  CONGRATULATIONS!

Board Decision (Future):                                        
Sell/Re-finance/Default

Making The 
Deal


