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The top two images show the proposed mixed-use mission support facility at U.S. Army Garrison Miami, Florida, that combines 
logistics and administrative uses into one connected building supporting footprint reduction, resiliency, energy efficiency, low 
impact development, and mission effectiveness goals.  The proposed barracks (bottom image) follow the apartment model first 
developed at Fort Leonard Wood with one building sized for no more than 10 residents. This makes the building exempt from 

anti-terrorism/force protection requirements and much more efficient in terms of total cost and area required.  
See article on Page 15  (Images courtesy of The Urban Collaborative, LLC).
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Imagine working from master plans that are 
more than four decades old. Identifying 
current or future projects would not be very 

fruitful. Relying on maps and plans from those 
aged documents would be counterproductive. 
And extracting relevant principles or strategies 
from the text would provide incomplete and 
most likely out-of-date guidance at best.

Fortunately, the U.S. Army Corps of 
Engineers Portland District has embarked 
on a program to update master plans for 
Corps-managed recreation and natural and 
cultural resource areas. Some of these plans 
date back to the 1970s. Like their military 
program counterparts, civil works planners 
know the value of planning and are investing 
in creating plans that can help them meet 
their stakeholders’ varied needs. The best 
processes are integrating the master plans and 
programmatic environmental assessments 
through comprehensive efforts to make 
managing these resources more effective and 
efficient. 

There are three key elements of the processes 
used to update master plans for civil works 
projects. Those responsible for master planning 
at military installations may notice significant 
overlap. Regional master plans typically replace 
individual project master plans. As such, a 
regional master plan is similar to the installation 
development plan at a military installation 
and specific plans for each area found within 
the region are like area development plans for 
districts within an installation. By thinking 
both regionally and locally, the master plan 
can be effective across multiple scales. It is also 
essential that planners at military installations 
near Corps of Engineers-managed lands 
understand the Corps of Engineers planning 
process so they can engage appropriately.

Public Engagement
When planning regionally, stakeholder 

engagement is vital. For most Corps of 
Engineers regional master plan projects, 
planners should always engage three types of 
stakeholders. First, government-to-government 
engagement is critical when Native American 
tribes are involved. This typically requires 
a formal and respectful outreach process to 
determine the tribes’ level of interest and 
preferred methods of engagement. Second, 
interagency engagement is essential since 
Corps of Engineers lands often border multiple 

Engaging the public, understanding the site create useful plans
by Mark Gillem

jurisdictions. This may require coordination 
with the U.S. Forest Service, the Department 
of Defense, Bureau of Land Management, the 
National Park Service, as well as applicable 
state, county, and local governments. In many 
cases, the Corps of Engineers may authorize 
other agencies to access its property for day-
to-day management and such plans need to be 
captured. Third, members of the general public 
need an opportunity to weigh in as individuals 
or as representatives of affinity groups (e.g. 
recreational associations, environmental interest 
groups, and resource use groups). 

Stakeholder engagement requires a process 
sometimes referred to as triangulation. Trying 
to find a clear direction using just one or 
two data points frequently results in failure. 
With three or more data points, however, a 
direction is more easily identified. Planners 
should combine interviews, focus groups, 
formal presentations, websites, social media, 
archival research and field investigations 
to gather the needed information. Actual 
plans (drawings made to scale that show the 
desired relationships over time between land 
uses, transportation networks, historic sites, 
habitat zones, recreation sites and operational 
areas) are best made through a collaborative 
process where appropriate stakeholders spend 
time together on charrette working through 
alternatives and developing a preferred 
alternative for the areas. 

Each stakeholder group may participate 
in different ways. For instance, tribes may 
be involved through formal meetings, other 
government agencies may participate in detailed 
planning charrettes, and the general public may 
be involved in scoping and review workshops. 
Each project has its own stakeholder context 
and a robust yet realistic engagement plan is 
vital to shaping a successful project.

Site Analysis
In terms of regional planning, Corps of 

Engineers parcels typically cover large habitat 
and recreational areas. Portland District, 
for instance, encompasses several reservoirs 
impounded by dams in close proximity to 
one another. The Mid-Columbia region, for 
example, includes Bonneville (last Master 
Plan update in 1997), The Dalles (last Master 
Plan update in 1975); John Day (last Master 
Plan update in 1976) and Willow Creek (last 
Master Plan update in 1976). The Rogue 
River basin includes Applegate (last Master 
Plan update in 1978), Elk Creek (last Master 
Plan update in 2012) and Lost Creek Lake /
William L. Jess (last Master Plan update in 
1974). The site analysis process should cover all 
land classification areas, looking broadly across 
the region and narrowly at individual units, 
to identify relevant projects needed to meet 
mission and regulatory needs.

The administration building is within the Bonneville Dam Historic District and is one of many historic and 
cultural resources that the master planning process addresses. 

(Photo courtesy of The Urban Collaborative, LLC)

(See Engaging the Public, on page 22)
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Planning 
For civil works projects, the operational 

management plan is the playbook for the 
operations project manager and the natural 
resource manager. The ideal operational 
management plan covers policies and 
procedures while outlining projects needed 
to meet the goals and objectives detailed in 
the master plan. These goals may include 
identifying best management practices 
as well as opportunities for appropriate 
outdoor recreation and environmental 
stewardship. The operational management 
plan should flow from a comprehensive 
master plan. Without the latter, the former 
can only be partial and premature.

To create an effective master plan 
for any Corps of Engineers civil works 
site, planners must use an appropriate 
public engagement process, conduct a 
comprehensive site analysis, and do actual 
planning. The result is a useful, living 
master plan.

Editor's Note: For more specific process 
guidance, please see USACE Engineering 
Pamphlet 1130-2-550.

POC is Gail Saldana, 503-808-4781,  
gail.l.saldana@usace.army.mil

Saldana is a project manager/landscape 
architect with the U.S. Army Corps of 
Engineers Portland District, and Mark Gillen, 
PhD, FAIA, AICP, is a professor of architecture 
and land landscape architecture at the 
University of Oregon and the Principal of The 
Urban Collaborative, LLC.  

(Engaging the Public, continued from page 21)

(ADP Stakeholder, continued from page 20)

Garrison Commanders make announcements 
at Real Property Planning Board meetings and 
during routine meetings with senior leaders 
around the garrison, communicating the 
importance of the planning effort. In addition, 
the master planners call the key stakeholders 
to get their commitment to attend the ADP 
workshop so their voices can be heard.
During the ADP

Once you get the stakeholders to the 
workshop, there are many ways to keep them 
engaged and use their time wisely. 

Fort Campbell has experimented with 
several different ways to maintain interest and 
engagement. Stakeholders perform a “field walk” 
to discuss the current conditions of the affected 
planning district. The master planning team tasks 
key stakeholders with leading walking or driving 
tours of their facilities and complexes to speak to 
the background, assets, needs, and future district 
projects. 

For example, the Clarksville Base District 
ADP considered significant historic and 
environmental constraints while ensuring the 
Preferred Alternative could execute mission 
and operations efficiently with room to grow. 
This necessitated the input from various 
stakeholders including: Directorate of Public 
Works Environmental Archaeology providing a 
photographic overview of the District’s history, 
archaeological and environmental survey areas, 
and historical structures that should remain; and 
Soldiers of the 160th Special Operations Aviation 
Regiment, 52nd Explosive Ordnance Disposal, 
and the NCO Academy briefing stakeholders 
of the requirements, assets, and future projects 
within their complexes and facilities.

Fort Stewart also takes a similar approach 
as Fort Campbell by identifying subject matter 
experts. These experts actively participate 
throughout the workshop, and are particularly 
helpful during the site tour and development of 
alternatives, to add depth to the stakeholder’s 
discussions.  

These installations have found innovative new 
ways to structure the workshop agenda to make 
better use of stakeholders’ time. Many typical 
ADP’s require stakeholders to be present for 
essentially 35 hours of their work week, a major 
strain on resources. By collecting regular feedback 
from their stakeholders, these installations 
have experimented with shorter, more effective 

ADP workshops. The goal is to bring the right 
stakeholders to the table, collect their insights 
and knowledge, and then allow the consultant 
team to build on that knowledge. Through 
this collaboration, Forts Bragg, Campbell, and 
Stewart now successfully host ADP workshops 
that bring more than 50 stakeholders to the table 
throughout a much shorter workshop week. 
After the ADP

Fort Stewart keeps the spirit of in-person 
collaboration alive during the review of the ADP 
report. For the Hunter Army Airfield ADP, Fort 
Stewart’s master planner invited all stakeholders 
who attended the ADP workshop to meet again 
and review the plan together. They printed large 
scale versions of the preferred alternative plan 
and hung them on the wall of the meeting room, 
encouraging stakeholders to inspect closely and 
physically mark up with suggestions. These maps 
were almost 8 feet tall and spanned most of the 
room – creating an immersive review experience!

Fort Bragg recently tried a similar approach by 
holding an in-person stakeholder review meeting 
with good results. The in-person review meeting 
kept the momentum and interest going among 
stakeholders. While it requires a little bit more 
time investment from stakeholders, it provides for 
continued collaboration and allows comments to 
be de-conflicted and thoroughly discussed. 

Fostering this collaboration also continues 
to pay dividends well into the future. These 
stakeholders will be more likely to participate in 
future planning activities after seeing how their 
contributions are recognized and valued. 

We also have found that sending out workshop 
summary to stakeholders shortly after the ADP 
workshop ends supports continued engagement. 
This summary can be created quickly using 
photos of the workshop drawings.  Providing this 
summary allows stakeholders to communicate 
up their chains of commands and keeps them 
involved while the full plan is prepared. 

These are just a few examples of stakeholder 
engagement. A common theme among Fort 
Bragg, Fort Campbell, and Fort Stewart is the 
willingness of their master planners to experiment 
to find the approach that works best for their 
stakeholders. They each actively listened to the 
concerns of their stakeholders and then adjusted 
course. 

POCs are Maureen Goodrich, 210-466-0549,  
Maureen.e.goodrich.civ@mail.mil; Laura Mathieu; 
Michael Malham; and Andrea Stolba.

Madeleine Fincham and Rachael Richter, are both 
with Michael Baker International; Goodrich is 
with the Mater Planning Branch, Headquarters, 
Installation Management Command; Mathieu is 
Chief, Master Planning Branch, Fort Bragg, North 
Carolina; Malham is a community planner at Fort 
Campbell, Kentucky; and Stolba is Chief, Master 
Planning Branch, Fort Stewart, Georgia.   




