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BRANDING AND POSITIONING STRATEGY

ISSUES AND BACKGROUND
Castle Pines should defi ne and consistently apply a clear set of expectations for the character and 
quality of future commercial development. This is not intended to dictate architectural style, control 
tenant selection, or create a traditional branding campaign. Instead, it is about creating long-term 
consistency in how commercial areas are designed, evaluated, and integrated into the broader 
community character. 

Castle Pines has established a strong residential identity centered on quality, investment, and 
community appearance. However, commercial development patterns and outcomes have been 
more uneven over time. Future commercial areas should better refl ect the level of quality and 
consistency that residents already associate with the community. 

This should be implemented through practical and measurable tools such as: 

• building materials and durability standards, 

• site layout and building placement, 

• pedestrian orientation and connectivity, 

• landscaping and streetscape expectations, 

• parking design and screening, 

• signage consistency, 

• cohesive public realm improvements. 

This recommendation should inform future updates to the Comprehensive Plan, commercial 
design standards, corridor planning efforts, infrastructure investments, and development review 
processes. Over time, these tools can help ensure that commercial development better aligns with 
the quality expectations already established within the broader community. 

6



ECONOMIC DEVELOPMENT STRATEGIC PLAN 2026   |   46

This is increasingly important as the city grows. The west side functions as an established 
commercial area with steady activity. The east side is largely undeveloped and will accommodate 
the next phase of growth. Without a clear point of view, these areas risk evolving separately, with 
no unifying identity. 

Castle Pines is not competing to be a regional destination in the traditional sense, nor is it purely 
a convenience-driven market. It occupies a more nuanced position. It can support high-quality, 
everyday commercial activity, but it also has the capacity to attract selective regional uses that 
elevate its overall profile. That position is not yet clearly defined or consistently applied. 

The question is not whether development will occur. The question is whether it will add up to a 
place. Branding in this context is not marketing. It is a standard. A defined position allows the City 
to evaluate opportunities consistently, guide but not dictate tenant mix, and set expectations for 
what belongs and what does not. 

OPPORTUNITY 
Castle Pines can define its commercial identity before its next phase of development is fully realized. 

The east side will establish patterns that are difficult to change over time. Early decisions around 
tenant mix, layout, and overall character will influence long-term performance. At the same time, 
the west side provides a stable base that can reinforce that identity if the two areas are aligned. 

Importantly, both market conditions and community input suggest an openness to a combination 
of regional draw, particularly on the east side. The introduction of tenants such as a higher-profile 
grocer or destination-oriented fitness, like the recently delivered Life Time Fitness, begins to shift the 
dynamic. These uses extend beyond strict local service and introduce a broader trade area. 

This is not a contradiction to the City’s positioning. It is an evolution of it. 

The opportunity is to establish a clear, repeatable standard that accommodates this blend, 
maintaining a strong local foundation while allowing targeted regional uses that reinforce quality 
and expand the market. 

Neighboring Parker has a consistent identity that is reinforced through consistent physical elements 
embedded in development standards. The Town’s signature streetlight is not just a design choice. 
It is a required element that appears repeatedly across projects. Over time, this level of consistency 
creates immediate recognition and signals a clear standard of quality. This illustrates how 
positioning is reinforced not only through tenant mix, but through visible, repeatable elements in 
the built environment. 
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Aligning Commercial Types 

Uses that align with this nuanced position as a local center with some regional anchors including: 

•	 High-quality fast casual and sit-down dining 

•	 Neighborhood-serving retail and services delivered at a higher standard 

•	 Businesses that benefit from consistent local traffic and repeat visitation 

•	 Select regional anchors that elevate quality and expand without shifting the overall character 

Uses that should be approached cautiously include: 

•	 Lower-tier, price-driven retail formats 

•	 Auto oriented or convenience uses that diminish the overall environment 

•	 Tenant mixes that prioritize volume over consistency 

This is not about limiting activity. It is about maintaining coherence while allowing measured 
growth in market reach. 

Aligning West and East 

The west side should continue to function as a stable, service-oriented area anchored by existing 
businesses and civic uses. The east side should build on that foundation with a more intentional 
and coordinated pattern of development, including the introduction of select regional anchors. 

These areas serve different roles, but they should reflect the same standard. 

Without that alignment, the City risks creating two separate commercial identities rather than one 
cohesive system. 
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RECOMMENDATION 
The City should adopt a clear commercial positioning statement and use it as a basis for 
economic development, recruitment, development decisions, and future updates to the 
Comprehensive Plan, ensuring that commercial growth, design expectations, and investment 
decisions align with the community’s long-term vision and desired character. 

Positioning Statement 

Castle Pines is a place where everyday commercial life is defi ned by consistency, quality, and 
long-term value, complemented by select destinations that elevate its overall experience. Its 
commercial areas are shaped by well-operated, well-integrated businesses that meet daily 
needs while reinforcing a stable and well-managed environment. 

KEY ACTIONS SHOULD INCLUDE: 
• Use this positioning to frame development discussions 

• Defi ne preferred and discouraged uses to support consistent decision-making 

• Allow for targeted regional anchors that align with the City’s quality standard and 
expand its market reach 

• Align economic development, land use, and partnership efforts around a shared 
standard 

• Apply this framework equally to both existing and future commercial areas 

This approach does not require a new program or signifi cant investment. It requires clarity. 
A consistent position allows Castle Pines to move from evaluating projects individually to 
shaping a commercial environment that performs into the future. 
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SOURCES
Demographic and Socioeconomic Data 

•	 U.S. Census Bureau – American Community Survey (ACS), 2024 

•	 Claritas – Demographic, income, and population estimates and projections, 2025 

•	 Esri – Tapestry segmentation profile, 2021 

Employment and Commuting Data 

U.S. Census Bureau – LEHD Origin-Destination Employment Statistics (OnTheMap), 2023 

Retail and Market Analysis 

•	 Claritas – Retail leakage/surplus analysis (NAICS-based), 2025 

•	 CoStar – Commercial retail and real estate, 2025 

All raw data, supporting datasets, and background materials used in the development of this plan 
have been compiled and provided to City staff as a separate enclosure and may be made available 
upon request. 
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Community input was a key element of the planning process. Residents, business owners, developers, 
and other stakeholders shared perspectives through interviews, open houses, and an online survey, 
helping define priorities and expectations that are integrated throughout the plan.

STAKEHOLDER INTERVIEWS 
The one-on-one stakeholder interviews were designed to inform the Economic Development Strategic 
Plan by capturing perspectives from individuals with direct experience shaping, investing in, and 
operating within Castle Pines. This included City Council members, local developers, Chamber of 
Commerce representatives, and local business owners. 

The interviews explored long-term success measures, priorities for economic growth, and expectations 
for the City’s role in shaping development outcomes. Discussions focused on defining Castle Pines’ 
economic identity, understanding the community’s appetite for change, and identifying realistic 
opportunities given regional competition, infrastructure, and market constraints. 

Interview questions also examined how economic development can balance resident desires for 
amenities, such as dining, gathering spaces, and community-serving retail, with concerns about growth, 
traffic, and small-town character. Feedback provided insight into local capacity, development processes, 
and potential tension points the plan should help address. Collectively, these conversations helped 
ground the plan’s recommendations in local values, clarify trade-offs, and align strategies with what is 
both feasible and meaningful over the next 5 to 10 years. 

KEY THEMES ACROSS STAKEHOLDERS 
1.	Need for a clear economic identity and stronger sense of place 

2.	Strong desire for more and better local-serving businesses, especially dining and gathering 
spaces 

3.	Recognition of market constraints vs. community expectations 

4.	 Importance of walkability, design quality, and cohesive development patterns 

5.	Ongoing challenge of east–west connectivity and cohesion 

6.	General agreement that the City should be more proactive, while remaining business-friendly 
and fiscally responsible
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COMMUNITY OPEN HOUSES 
To gather community input on future growth and investment in Castle Pines, residents were invited to 
two community open houses: 

Castle Pines East – February 19, 2026 

Castle Pines West – February 25, 2026 

ACTIVITY: BALANCING GROWTH, CHARACTER, AND PRIORITIES 
The boards asked residents to place a sticker along a 
spectrum representing two viewpoints on various topics 
related to growth and economic development priorities. 
The tables below show the results for each topic, including 
the count of stickers placed on the left, middle, and right 
portions of the spectrum. 

Total participation based on visible dots was 
approximately 191: 

•	 East meeting: 102 stickers placed 

•	 West meeting: 89 stickers placed 

The following tables show the results from each topic, 
including the sticker counts located to the left and right of 
the spectrum, as well as the total number placed roughly in 
the middle.
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PACE OF GROWTH 

INCREMENTAL & 
MANAGED 

3 14

MARKET-DRIVEN 
EXPANSION 

8

INTERPRETATION 

Residents in both meetings clustered strongly in the center of the spectrum, 
indicating support for growth but with moderation. East participants showed 
slightly more openness to market-driven expansion than West participants, 
but neither meeting leaned strongly toward rapid growth.

KEY TAKEAWAY Residents generally support incremental and managed growth, not aggressive 
expansion.

ECONOMIC FOCUS

EMPHASIZING 
COMMUNITY 
EXPERIENCE  

4 13

EMPHASIZING 
ECONOMIC 
RESILIENCE  

7

INTERPRETATION 
Both meetings again clustered toward the center. East participants leaned 
slightly toward community experience, while West participants leaned 
slightly toward economic resilience. 

KEY TAKEAWAY Residents want economic development that strengthens the economy while 
still enhancing community quality of life.

BUSINESS MIX 

LOCALLY 
ORIENTED   

4 14

MIX OF LOCAL & 
BROADER SERVING  

7

INTERPRETATION 

The center of the spectrum received the most dots. 

East participants leaned slightly toward locally oriented businesses, while 
West participants leaned slightly toward a mix of local and broader-serving 
businesses. 

KEY TAKEAWAY Residents appear comfortable with attracting some regional-serving 
businesses, provided the local character of the business mix is preserved. 
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CITY’S ROLE 

SETTING CLEAR 
EXPECTATIONS, 

BUSINESS FRIENDLY  

4 13

ACTIVELY 
SHAPING 

OUTCOMES

  6

INTERPRETATION 
Most responses fell near the center of the spectrum. West participants 
showed slightly stronger support for the city actively shaping outcomes, while 
East participants were more evenly distributed. 

KEY TAKEAWAY Residents appear comfortable with the city taking an active role in guiding 
development, though not overwhelmingly interventionist. 

DEVELOPMENT PATTERN 

LOWER-INTENSITY 
THROUGHOUT 

5 14

HIGHER-INTENSITY 
IN SELECT SPOTS

4

INTERPRETATION 
Most dots fell around the center but leaned slightly toward lower-intensity 
development overall, with some support for focused nodes. West participants 
placed slightly more dots toward higher-intensity in select spots. 

KEY TAKEAWAY Residents appear open to targeted activity nodes, but do not support 
widespread density increases. 

COMMUNITY CHARACTER 

PRIMARILY 
NEIGHBORHOOD 

ORIENTED   

2 12

NEIGHBORHOOD 
WITH ACTIVITY 

CENTERS

13

INTERPRETATION 
This was one of the clearest responses on the board. A large share of 
participants supported neighborhoods with activity centers rather than 
purely residential areas. 

KEY TAKEAWAY Residents appear interested in small hubs of activity embedded within 
neighborhoods, such as gathering places or small commercial nodes. 
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REGIONAL IDENTITY 

INDEPENDENT 
LOCAL IDENTITY

9 9

INTEGRATED WITHIN 
THE REGION

  9

INTERPRETATION 
The strongest directional response on the board was toward independent 
local identity. East participants showed the strongest clustering toward this 
viewpoint. 

KEY TAKEAWAY Preserving the distinct identity of Castle Pines appears to be a major 
community priority. 

CHANGE OVER TIME 

PRESERVING 
CORE QUALITIES   

4 10

ADAPTING TO 
FUTURE NEEDS

9

INTERPRETATION 
Responses were more evenly distributed than on most other questions. 
West participants leaned more toward adapting to future needs, while East 
participants leaned slightly toward preserving core qualities. 

KEY TAKEAWAY Residents appear supportive of change over time, but with strong sensitivity 
to maintaining the community’s defining characteristics. 
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ACTIVITY: COMMUNITY SPACES 
The second board includes images representing different types of public gathering spaces. Residents were 
asked to place stickers next to the elements that they preferred for Castle Pines.  

Key Takeaway: Residents appear to prefer smaller neighborhood gathering spaces rather than a single 
large civic plaza.

TYPE DESCRIPTION OBSERVED PATTERN 

NEIGHBORHOOD 
GATHERING NODE 

Small, everyday gathering: 

•	 Cafes or small restaurants 
•	 Outdoor seating / patio 
•	 Places to linger 
•	 Daily, neighborhood serving uses 

Most support

CENTRAL PLAZA OR 
SQUARE 

Big civic gathering space: 

•	 Outdoor seating 
•	 Space for events 
•	 Flexible open area 
•	 Public art and programming 

Moderate support

MAIN STREET / MIXED 
USE SPINE

Walkable retail street: 

•	 Walkable storefronts 
•	 Building close to the street 
•	 Active ground floors 
•	 Shade, lighting, benches

Moderate support

CIVIC GREEN 
OR COMMUNITY 
COMMONS

Park + community space: 

•	 Open lawn / green space 
•	 Family-friendly gathering 
•	 Sidewalks / oaths connections 
•	 Nearby community or civic uses

Least support
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East vs. West: Responses from both meetings 
were highly aligned, with only modest 
variations and no significant divergence in 
views.

EAST 

Participants leaned slightly 
more toward: 

•	 Preserving community 
character 

•	 Community experience 
•	 Independent local identity 

WEST 

Participants leaned slightly 
more toward: 

•	 Economic resilience 
•	 Higher-intensity 

development in selected 
spots 

•	 Adapting to future needs 

SUMMARY STRATEGIC INSIGHTS 
Taken together, the activity highlights several broad community perspectives. 

1.	Residents favor incremental, well-managed growth over rapid expansion. 

2.	There is strong support for neighborhood-based activity centers, indicating a preference for 
distributed gathering places rather than a single centralized downtown. 

3.	Participants consistently emphasized the importance of maintaining Castle Pines’ distinct identity, 
reinforcing that character should remain a priority in economic development decisions. 

4.	Residents are open to targeted development nodes but do not support broad increases in intensity 
across the city. 

5.	Residents appear comfortable with change and adaptation, provided that core community qualities 
are preserved.  
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EDUCATION: RETAIL REALITIES 
The Retail Realities Board is designed as an educational and conversation-oriented tool that helps ground 
community discussions in the practical factors that infl uence where businesses choose to locate. The 
board illustrates how different business types rely on specifi c market conditions, including population 
size, income levels, traffi  c volumes, and site visibility, to be viable. By presenting these requirements 
in a clear and accessible format, the board encourages residents to better understand the trade-offs 
associated with attracting different types of businesses. Ultimately, it reinforces that expanding local retail 
and dining options is closely tied to broader considerations such as growth, development patterns, and 
infrastructure, helping the community make more informed decisions about future priorities. A retail 
realities one-pager was also provided for residents to take with them.



A:9

COMMUNITY SURVEY 
A total of 235 residents provided feedback through an online community survey. It was promoted through 
the City newsletter, website, and social media, as well as through fl yers at the community open houses.  

The survey was designed to go beyond preference-based questions and instead explore values, priorities, 
and perspectives that shape economic development decisions. Using a series of structured statements, 
the survey asked respondents to indicate their level of agreement on topics such as growth, quality of life, 
local spending, and the role of the City. This approach allowed the City to better understand community 
sentiment around tradeoffs, decision-making, and long-term direction, rather than focusing solely on 
specifi c business types or outcomes. 

SURVEY RESULTS
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RESPONSES TO OPEN-ENDED QUESTIONS 
What are the main reasons you spend money outside of Castle Pines?  

Residents primarily spend money outside Castle Pines due to limited variety, missing business types, and 
stronger retail and dining options in nearby communities, though some intentionally do so to preserve the 
City’s small-town character. The top reasons include: 

1.	Limited retail & service options: Residents report that many everyday needs (retail, services, and 
specialty goods) are simply not available locally. 

2.	Lack of restaurant variety: Dining is a frequently cited gap, especially limited variety, few mid-
range or higher-quality options, lack of casual family-friendly, and “go-to” places. 

3.	Insufficient overall variety and choice: Even when businesses exist, there aren’t enough options to 
compare or choose from, leading residents to go elsewhere. 

4.	Missing key business types: Common gaps include clothing & boutique retails, hardware & home 
improvement, entertainment & recreation, fitness & specialty services. 

5.	Better quality and selection nearby: Nearby areas offer broader selection, higher perceived quality, 
and more complete shopping/dining experiences. 

6.	Ability to combine trips: Castle Pine currently lacks “one-stop” convenience. Residents prefer 
locations where they access clustered businesses and services so they can run multiple errands on 
one trip. 

7.	Price & value considerations: Some respondents noted higher prices locally and better value 
elsewhere (especially groceries and gas). 

8.	Desire to preserve community character in Castle Pines: Some respondents noted that they 
intentionally spend money elsewhere to avoid over-commercialization in Castle Pines. 

What businesses or economic development activity would you like to see in Castle Pines? 

1.	Retail and service options for daily needs 

2.	More restaurants, greater quality and diversity 

3.	Shopping variety, including clothing, specialty retail, and gifts/boutiques 

4.	Better grocery store 

5.	Hardware store 

6.	Medical services 

7.	Fitness & recreation services 

8.	Entertainment (movies, activities) 
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Together, the responses to the two questions provide an important cross-cutting insight. There is a clear 
tension reflected in the responses. While many residents express a desire for more local retail, dining, 
and services, others value the ability to leave the community for these needs to preserve Castle Pines’ 
small-town character. This suggests the core issue is not simply a lack of businesses, but a broader balance 
between expanding local amenities and maintaining the qualities that define the community.


